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ABSTRACT  
 
Staff turnover is a human resource management aspect which occurs in any organisation.  
It involves the replacement of incumbents who have vacated their posts and left the 
organisation by the appointment of new incumbents in those posts 
The purpose of the study was to investigate factors influencing the high staff turnover at 
Walter Sisulu University and to explore strategies which could be utilized to address it .  
Management has a responsibility of ensuring that staff turnover remains at acceptable 
levels within the organisation. 
 
Causes of labour turnover and their consequences were investigated. High staff turnover 
could have negative consequences for an organization.  It can dent the image of the 
institution and also have a negative impact on the productivity, especially when it involves 
the loss of highly skilled and productive workers. Measurement of staff turnover and 
models of turnover are also discussed and analysed. Job dissatisfaction as a determinant 
of voluntary turnover is categorically discussed as well as its components. The 
relationships between management, job satisfaction, performance and turnover as well as 
the possibility of reducing staff turnover are also explored. 
 
An empirical study was undertaken to determine individual, job, organisational and 
environmental factors influencing staff turnover among staff at all levels at WSU.  
Interviews were used in gathering data and the findings include the fact that the high staff 
turnover at this university is attributed to, among others, job dissatisfaction, lack of job 
security, lack of development and promotion opportunities.  Recommendations were made 
to address factors that may have an impact on staff turnover at WSU as well as strategies 
that could be utilised to retain staff.  
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CHAPTER 1 
 
INTRODUCTION AND BACKGROUND TO THE STUDY 
 
1.1. BACKGROUND TO THE STUDY  
WSU recognizes that its most valuable asset is its human resources (Staff retention policy, 
2009:1).  A great deal of time and money is spent on the recruitment, training and 
development of employees. In order to maximise the benefits and the expenses incurred, 
one would expect that the institution would also make an effort to retain those employees. 
In this regard WSU has a staff retention policy.  The implementation of this policy could 
contribute towards the retention of staff at this university.  In fact the policy is intended to 
make a contribution towards, among others, a more competent and motivated workforce as 
well as improved service delivery and the achievement of the university‟s transformation 
and equity objectives (Staff retention policy, 2009:1). 
 
According to Redman and Wilkinson (2002: 140-141) labour turnover refers to the number 
of workers leaving a firm over a specified period of time.  Generally it includes voluntary 
quits, with workers being replaced, as well as redundancies or lay-offs in which the total 
number of employees in the firm is reduced.  The turnover rate is sometimes known as the 
separation rate and can be divided into employment to employment movements and 
employment to unemployment movements. 
 
Finnigan (1983:79) argues that lack of attention to the satisfaction of human needs is at the 
root of the turnover problem.   According to Grobler et al., (2002:609) turnover results from 
resignations, transfers out of organisational units, discharges, retirements and death. 
 
Grobler et al., (2002:609) state that a certain amount of turnover is expected, unavoidable 
and considered beneficial to the organisation. This implies that it is normal for the 
employees to leave the institution to look for greener pastures in other organisations.  
Other researchers suggested that labour turnover is not an isolated occurrence where 
multi-dimensional aspects include low staff morale, substandard work performance and 
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absenteeism.  Mount (in Mwanza 2009:3) states that labour turnover within an organisation 
may not necessarily be detrimental.  Rather, an organisation that is choosing to thrive and 
grow must expect a higher turnover rate than companies that settle for the status quo 
where more talented and experienced people replace those that are leaving, and the new 
workers take the organisation to the next level. According to Mwanza (2009:2) the recent 
research suggests that unemployment has little bearing on the turnover plans of individuals 
with specialised skills and training. 
 
1.2   RESEARCH PROBLEM  
Welman, Kruger and Mitchell (2008:14) define a research problem as a difficulty that the 
researcher experiences in the context of either a theoretical or practical situation and to 
which he or she wants to obtain a solution.  According to Fouche (2002a:103), before a 
research study is conducted, there must be a clear definition of the research problem.  One 
must be able to formulate a tentative answer to the question of what exactly one wants to 
find out or achieve by undertaking the study.  Bless and Higson-Smith (2000:15) identify 
three sources for the identification of research problems which are observation of reality; 
theory and previous research. 
 
WSU staff which includes executive management, academics and researchers and support 
staff are resigning and leaving the institution in an abnormal way.  However, the turnover at 
WSU is higher than normal despite the University‟s ability to attract competent and highly 
qualified staff and its ability to offer market related remunerations and benefits.   This 
situation is currently affecting the university‟s effectiveness in achieving its goals which are 
core business such as learning and teaching, research output and service delivery. 
 
In view of the concerns raised above, the main problem to be addressed through this study 
is: How WSU can implement its staff retention policy in such a way that it can significantly 
reduce the current staff turnover.  
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1.3   AIM OF THE RESEARCH STUDY 
 
The aim of the study is to investigate factors influencing the high staff turnover at WSU and 
explore strategies which could be utilised to address the problem.  
 
1.4   OBJECTIVES OF THE STUDY 
 
The study will have the following objectives: 
 To assess the role of management in ensuring that the staff retention policy is 
properly implemented at WSU. 
 To assess the prevailing state of staff turnover at WSU. 
 To explore the causes and effects of staff turnover amongst the University 
employees. 
 To investigate proactive measures by which the current staff turnover at WSU could 
be reduced. 
 
1.5   RESEARCH QUESTIONS  
 
 What is the prevailing state of staff turnover at WSU? 
 What are the causes and effects impacting on staff turnover among employees and 
the university? 
 Is staff retention policy properly implemented and managed at WSU? 
 Which strategies could be employed to curtail the staff turnover at WSU? 
 
1.6   SIGNIFICANCE OF THE STUDY 
Werner, Bagrain, Cunningham, Potgieter and Viedge (in Mwanza (2009:5) argue that in 
order to retain knowledge workers, organisations must ensure that they pay close attention 
to the individual developmental needs of the person. 
It is of utmost importance to conduct this study among academics, researchers and non-
academics at WSU so that factors influencing the staff turnover are identified and control 
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measures such as retention strategy  enforced to curtail the current staff turnover to 
improve the situation. 
It is hoped that the findings of the study could contribute towards improving the quality of 
work productivity and the credibility of the university.  This suggests that the satisfaction of 
employees is of paramount importance to any organisation‟s sustainability and 
organisations need to address the desires and demands of their key employees so as to 
retain their crucial skills, (Mwanza, 2009:5). 
 The findings and recommendations of the study could also assist the university to improve 
the situation.  The future researchers could also use the recommendations for further 
research on the subject. 
1.7   DELIMITATION OF THE STUDY 
The study is confined to theoretical and physical boundaries. The focus of the study is on 
assessing the factors influencing staff turnover at WSU which is based in the Eastern Cape 
Province.   
This university was established on 1 July 2005 through merging the three legacy 
institutions namely: Former University of Transkei, Eastern Cape Technikon and Border 
Technikon.  It was established under the category of Comprehensive University 
necessitated by the national policy for the transformation of South African higher education 
in terms of the Higher Education Act, 1997 (No. 101 of 1997) as amended (Institutional 
Audit report, 2011).  The national policy has categorised South African higher institutions 
into 3 types: Traditional Universities, Universities of Technology and Comprehensive 
Universities. 
WSU falls under the latter category and is based in four towns namely: Butterworth, 
Mthatha, Buffalo City and Queenstown. Three historically disadvantaged higher education 
institutions were spread over a 1, 000 km radius in the second poorest province in South 
Africa and in the rural heart of the Eastern Cape.  One was a traditional academic 
university; the other two technologically focused Technikons established in former 
homelands during the 1980s.  
The focus of the study will be based in three campuses of the University namely: Mthatha 
Campus, Butterworth Campus, and Buffalo City Campus.   
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1.8   OVERVIEW OF RESEARCH METHODOLOGY 
Methodology involves the guiding philosophies, methods and techniques, which forms the 
research design and deemed to be most appropriate for addressing the question raised by 
the research. In other words the questions raised by the research lend them to 
methodological bias (Ozumba, 2010:49).  Two basic research methods are quantitative and 
qualitative methods.  Quantitative methods are designed to collect data in numerical form 
suitable for statistical analysis, while qualitative methods deal with data collection in ways 
other than numerical form such as textual information, which equally gives rise to mostly 
textual records (Ozumba, 2010:49). 
This research is inclined to a conceptual approach because it emphasises that all human 
beings are engaged in the process of making sense of their (life) worlds as suggested by 
Babbie and Mouton (2006: 28).  Babbie & Mouton (2006:28) view people as continuously 
interpret, create, and give meaning to, define, justify and rationalize their actions.  Hence, 
the researcher based the study on this phenomenological or interpretive philosophy to 
assess factors influencing the staff turnover at WSU.   
For the purpose of this study, the researcher used the qualitative research methodology. 
More details about the research methodology employed in this study are presented in 
chapter 4. 
1.9   CLARIFICATION OF TERMS 
 Labour turnover 
Labour turnover can be defined as „the movement of people into and out of employment 
within an organisation‟.  It can be voluntary or involuntary.  Milkovich and Boudreau 
(2002:404) suggest that the term turnover is often used synonymously with the term quits.  
However, turnover implies that the quit will subsequently be replaced (that is, the 
organisation turns over the position to a new person).  
 Quit  
To avoid confusing issues of selecting replacements with issues of managing separations,  
the term quit refers to the employees leaving the organisation, regardless of whether the 
vacancy is subsequently filled (Denvir and McMahon, 1992:404). 
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 Retention  
This is a systematic effort by employers to create and foster an environment that 
encourages current employees to remain employed by having policies and practices in 
place that address their diverse needs (Employee retention, 2005:1). 
 Strategies 
Strategy is an integrated and coordinated set of commitments and actions designed to 
exploit core competencies and gain a competitive advantage (Hitt, Hoskisson & Ireland 
2007:4). Retention strategies can therefore be defined as an integrated approach to retain 
core competencies to achieve a competitive advantage. 
1.10 ETHICAL CONSIDERATION 
Research ethics deals with identifying the morally accepted code of conduct in conducting 
research (Babbie & Mouton, 2001: 245). It is important to comply with the following ethical 
considerations when the researcher conducts a study: 
 Anonymity 
The researcher explained to all respondents that their participation is voluntarily and that 
they should only provide information that they feel comfortable and/or willing to share. The 
anonymity of the respondents is assured and respected at all times. 
 Informed Consent 
Written informed consent was sought, and it was explained what „informed consent‟ means.  
The researcher explained to the respondents that they are free to withdraw from the 
research process at any stage in the interview, without them having to justify their reasons 
for withdrawal.    
 Confidentiality 
Confidentiality in this study is also assured the names of the individuals who participated in 
this study are not mentioned.  The researcher has assured the respondents that the names 
of the participants will always be kept confidential. 
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1.11 CHAPTER ORGANISATION 
The chapters of this study have been classified as follows: 
Chapter 1 focused on the introduction and background of the study, research problems, 
aim of the research study, objectives of the study, significance of the study and delimitation 
of the study, clarification of terms and ethical considerations.  
Chapter 2 a literature review presenting a theoretical overview of staff turnover.  Attention 
was focused on the conceptualization of staff turnover, consequences of staff turnover, 
classification and measurements of staff turnover, exit interviews and surveys, costing 
interviews and reducing turnover. 
Chapter 3 covered the second part of the literature review which deals with definition, 
value and importance of retaining staff, factors influencing the staff turnover, and other 
retention strategies which could be used to control staff turnover. 
Chapter 4 dealt with research methodology where research design, data sources, data 
collection technique, and sampling techniques are explained. 
 Chapter 5 presented data analysis and interpretation has been. 
Chapter 6 presented in detail the summary, research findings and recommendations of the 
study were. 
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CHAPTER 2 
 
OVERVIEW OF STAFF TURNOVER 
 
2.1 INTRODUCTION 
The study entails the assessment of factors influencing staff turnover at WSU.  Before 
concentrating on these factors, it is important to give a brief background on the 
conceptualisation and classification of staff turnover. Causes of labour turnover are 
discussed and illustrations are also used for the purpose of explaining staff turnover.  
Consequences of staff turnover have been dealt with covering both negative and positive 
aspects.  Measuring staff turnover is part of the topics for discussion in this chapter where 
labour turnover rate, median length of service of leavers and percentage of voluntary 
resignations are explored in detail.  The reduction of staff turnover is also dealt with. 
Models of turnover are also discussed and critically analysed in detail.  Job dissatisfaction 
as a determinant of voluntary turnover is categorically discussed with its components. The 
relationships between management, job satisfaction, performance and turnover have also 
been explored. 
 
Staff turnover is at the nucleus of the study.  Labour turnover is a much studied 
phenomenon. There is vast literature on the causes of voluntary employee turnover dating 
back to the 1950s.  By developing multivariate models that combine a number of  factors 
contributing to turnover and empirically testing the models, researchers have sought to 
predict why individuals leave organisations by (Boxall P 2003:13). 
 
2.2   CONCEPTUALISATION  AND CLASSIFICATION OF THE STAFF TURNOVER  
Labour turnover is the term used to describe the movement of workers into and out of the 
employment of an organisation (Cumming, 1989: 369).  This process has advantages and 
disadvantages for employers.  According to Cumming (1989: 369) labour stability and 
turnover are relative terms: employers do not want to lose too many of their staff, but 
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equally a low turnover can adversely affect promotion prospects for employees and reduce 
opportunities of injecting new ideas from outside. This means that the high turnover is 
advantageous to a certain extent in the sense that the remaining staff may benefit from 
promotion prospects in those organisations which implement their policies on promotion or 
those whose promotion policies are in existence. 
 
Robbins, Odendaal and Roodt (2003:16) define turnover as the voluntary and involuntary 
permanent withdrawal of staff from an organisation.  A high turnover rate can result in 
increased recruiting, selection and training costs. The cost of staff turnover to South African 
industry is estimated to be several millions of rands a year.  A high rate of turnover can also 
disrupt the efficient running of an organisation when knowledgeable and experienced 
personnel leave and replacements must be found and prepared to assume a position of 
responsibility. 
 
Robbins et al., (2003:16) state that all organisations of course have some staff turnover.  In 
fact, if the “right” people are leaving the organisation – the marginal and sub-marginal 
employees – turnover can be positive (also referred to as functional turnover).  It may 
create an opportunity to replace an under-performing individual with someone who has 
higher skills or motivation; open up increased opportunities for promotion; and add new and 
fresh ideas to the organisation.  But turnover often involves the loss of people the 
organisation doesn‟t want to lose, known as dysfunctional turnover. For instance, over a 
study covering 900 employees who had resigned from their jobs, found that 92% had 
earned performance ratings of “satisfactory” or better from their superiors.  So, when 
turnover is excessive, or when it involves valuable performers, it can be a disruptive factor, 
hindering the organisation‟s effectiveness (Robbins et al., 2003:16). 
 
All definitions and classifications can be depicted by the following diagram. 
Figure 1:  Definition and classification of staff turnover 
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 Source: (Grey & Phillips, 1996)  
 
2.3 CAUSES OF LABOUR TURNOVER 
Figure 2: Causes of Labour Turnover 
 
 
 
Source: (Grobbler, Wӓrnich, Carrell, Elbert & Hatfield 2002:609)  
 
Grobler, Wӓrnich, Carrell, Elbert and Hatfield (2002:609), and SGMA (2005:1) view the 
causes of turnover as a complex mix of factors both internal and external to the 
organisation. General economic conditions have an important bearing on the overall 
availability of jobs.  Thus, turnover closely follows economic swings; turnover is generally 
high during periods of growth or prosperity (when jobs are plentiful) and low during 
recessions and low points in the business cycle. 
 
STAFF TURNOVER 
(Permanent movement of staff out of the 
organisational boundaries) 
UNCONTROLLABLE 
1.  retrenchments 
2.  death 
3.  incapacity 
 
CONTROLLABLE 
 1. voluntary resignation                                                                                                                                                                                                        
(voluntary turnover)  
2.  dismissal (involuntary turnover) 
 
Employee turnover  
General 
economic 
conditions 
Local labour 
market  
Personal 
mobility 
Job security 
Demographic 
factors 
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Grobler et al., (2002:609) state that another factor that affects turnover is the local labour 
market, which is determined by both the local economic conditions and the supply-demand 
ratio for specific kinds of occupations and professions in that labour market.  
 
Personal mobility, or the extent to which one is bound to a particular area because of family 
or other social ties, is also a factor in deciding whether to leave a particular job (Grobler et 
al., 2002:609). In this case, WSU also finds itself in this situation.  This suggests that the 
University management should proactively adopt intervention strategies to control high 
turnover caused by these factors.  Employees who perceive a low degree of job security in 
their present jobs may be motivated to seek employment in organisations where they 
believe a greater degree of security exists.  
 
Several demographic factors have been linked to the high turnover.  Employees with a 
propensity to quit are young employees with little seniority who are dissatisfied with their 
jobs.  A large percentage of voluntary turnovers occur in the first few months of 
employment. Employees with relatively large families and important family responsibilities 
tend to remain on the job. Much of the research on perceived opportunities has been found 
to be associated with intentions to leave but not actual turnover.  This suggests that Line 
Managers of institutions such as WSU where the empirical study is being conducted have a 
huge challenge of initiating proactively a programme within their respective organisations to 
identify those employees intending to quit. In addition, a programme will promote an 
attraction and retention strategy among employees whereby regular surveys would be 
conducted. 
 
2.3.1   REASONS FOR EMPLOYEE TURNOVER 
According to Guma (2011:13), sometimes organisations are faced with unavoidable 
turnover.   This occurs when employees retire or move for non-job related reasons.  
Research suggests that too little turnover can actually harm the organisation‟s 
performance.  Sometimes organisations encourage employees to leave (Schuler and 
Jackson 2006:248).  That happens when the organisations encounter financial instability 
where they cannot afford to pay salaries for their employees and thus resort to 
retrenchment especially if this has been a labour strike wherein employees demand high 
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salary increments from their employers without looking at the financial positions of those 
organisations. 
 
The above statement is supported by Tanova and Holtom (2008: 1565) indicating that one 
reason a high rate of voluntary turnover is alarming for many managers is the fear that the 
employees with better skills and abilities will be those who are able to leave whereas those 
who remain cannot find other jobs. Thus, while voluntary turnover maybe beneficial to the 
employee, it may not be for the organisation.  The excessive turnover of the employees 
from the executive level down to entry level at WSU is a clear indication of losing better 
skilled employees through voluntary and involuntary turnover. 
 
2.3.2  Staff Turnover in the Humanitarian Sector 
 
Figure 3:  Staff turnover 
 
Source: Rodger Griffeth and Peter Hom, Retaining Valued Employees (Thousand Oaks, CA: Sage, 
2001) 
Loquericio, Hammersley and Emmens (2006:1) state that in many respects, „staff turnover‟ 
has become a generic term, but typically it can be taken to refer to two different issues.  
  staff turnover Turnover 
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Traditionally, it relates to the proportion of staff leaving in a given time period, but prior to 
the anticipated end of their contract.  It is also used to describe „staff rotation‟ where staff 
moves from one contract or assignment to another, whether on an open-ended or a fixed-
term contract.   
In explaining excessive staff turnover as supported by Loquericio et al., (2006:1), some 
have pointed to donors‟ insistence on low overheads, encouraging the use of short-term 
contracts through short funding cycles and discouraging staff development.  Loquericio et 
al., (2006:1) state that it is clear that success in addressing the issue is to a large extent 
based on an acknowledgement of problems by senior management, and a commitment to 
invest time, support and funding in understanding the causes, developing solutions and 
implementing them.  That suggestion would be suitable and appropriate at WSU because 
there is an excessive turnover which necessitates its senior management to identify the 
root causes of the problem and develop HR strategy to reduce the turnover.   There is no 
„magic bullet‟ that will prevent or eliminate staff turnover.  The way to address it is through a 
coherent HR management system (Loquericio et al., 2006:1).  But no matter how effective 
an agency is at reducing unwanted turnover, a certain level is inevitable and can be healthy 
– as long as mechanisms are in place to ensure that learning continues to take place within 
the organisation, and lessons are shared and used as a basis for continuous change and 
improvement.  
 
According to the above illustration of understanding staff turnover, it should be viewed as a 
real concern to an organisation and there is indeed a difference between voluntary and 
involuntary turnover as suggested by Lequericio et al., (2006:1).  Cascio (1998:622) 
suggests that turnover can be differentiated into controllable turnover and uncontrollable 
turnover.  Controllable turnover is in other words „voluntary‟ on the part of the employee, 
while uncontrollable turnover is „involuntary‟ (due to retirement, death or spouse transfer).  
Furthermore, turnover may be viewed as Functional, where the employee‟s departure 
produces a benefit for the organisation, or dysfunctional, where the departing employee is 
someone the organisation would like to retain.  According to Cascio (1998:622) high 
performers who are difficult to replace represent dysfunctional turnover; low performers 
who are easy to replace represent functional turnovers.  In the context of WSU, research 
 
 
14 
 
champions in the field of research who are not easy to replace should be regarded as 
dysfunctional turnovers.  
 
Cascio 1998:623) emphasizes that the crucial issue in analyzing turnover, therefore, is not 
how many employees leave but rather the performance and replaceability of those who 
leave versus those who stay.  This suggests that institutions like WSU should not only 
concentrate on the high rate of the leavers or quitters but should also focus on the 
performance of those who stay and how effective the replacement of those quitters is in 
order to normalise the situation. 
Figure 4: Some of the known causes of voluntary turnover 
 
 
Source: Schuler and Jackson (2006:248) 
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The above diagram shows some of the known causes of voluntary turnover. Schuler and 
Jackson (2006:248) suggest that in order to reduce turnover, an organisation should 
diagnose the reasons why good talent voluntarily decides to look elsewhere for 
employment. 
2.4 THE CONSEQUENCES OF STAFF TURNOVER 
According to Newstrom and Davis (1997:260) when employees are dissatisfied with their 
jobs, lack of job involvement, and are low in their commitment to the organisation, a wide 
variety of consequences may follow.  A large number of studies have addressed the 
outcomes of satisfaction and dissatisfaction, and the basic nature of the results is reported 
here in the areas of performance, turnover, absences and tardiness, theft, violence, and 
other behaviours.  As might be expected, higher job satisfaction is associated with lower 
employee turnover, which is the proportion of employees leaving an organisation during a 
given time period (usually one year). The more satisfied the employees are less the likely 
they are to go through a progressive process in which they think about quitting, search for a 
new job and evaluate their alternatives or announce their intention to quit.   
 
The attitudes of those managers and supervisors who are not prepared to look at jobs from 
the point of view of satisfying needs and enriching them are major contributors to the 
problem. All jobs are amenable to some form of enrichment (Finnigan, 1983:79).  It is a 
serious human relations problem; as to treat people as part of the machinery will lead to 
disaster.  According to Finnigan (1983:79), clearly many people are highly suitable for jobs, 
and their needs are satisfied at an early stage in the hierarchy.  Such people would be as 
unhappy if their jobs were enriched as a person with greater needs would be doing their 
job. The key here is the understanding of needs and the arranging of jobs so that they 
satisfy the needs of those doing them. If stability brings certain benefits to an organisation, 
the loss and replacement process can bring with it a daunting list of disadvantages 
(Hackett, 1998:6-7). 
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2.4.1  Negative consequences of turnover 
 
The negative consequences of staff turnover involve costs, poor performance, and 
disruption in the psycho-social environment and a decline in morale.  According to 
Westlund (2007:59) there are also negative consequences of turnover at the individual 
level.  Newstrom and Davis, (1997:262) found that employee turnover can have several 
consequences, especially if the turnover rate is high.    The remaining employees may be 
demoralised from the loss of valued co-workers, and both work and social patterns may be 
disrupted until replacements are found.  Also the organisation‟s reputation in the 
community may suffer.  WSU tends to delay replacements and this hampers job 
performance and service delivery.  As a result the University is perceived to be rendering 
poor service towards its internal and external clients. 
According to Mobley (in Westlund 2007:59) those who leave may experience the loss of 
seniority and non-vested benefits.  Turnover causes a disruption to the family and social 
support systems.  It can interfere with the spouse‟s career path.  Westlund (2007:59) 
discovered that those who leave may experience transition-related stress, career path 
regression, and disillusionment after they discover their expectations are not met in their 
new jobs. 
 
For individuals who stay, turnover can cause a disruption of social and communication 
patterns and the loss of function-valued co-workers.  It can result in an increased workload 
and decrease cohesion, satisfaction and commitment (Westlund, 2007:59).  This leaves a 
huge challenge to institutions of higher learning which are experiencing high turnover, if 
strict measures are not applied to protect the remaining staff through speedy replacement. 
2.4.1.1  Direct and Indirect costs 
Newstrom and Davis, (1997:262) argue that it is often difficult to replace the departed 
employees, and direct and indirect costs to the organisations of replacing workers are 
expensive.  Heymann (2010:3)(citing Morrel, Loan-Clarke, & Wilkonson Dess & Shaw, 
suggests that firms face significant costs when key and senior staff members leave 
voluntarily.  The costs include direct costs such as loss of productivity, costs of 
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replacement and training.  Indirect costs include the loss of human capital, disrupted 
organisational processes and adjustment time for replacement employees. 
 
2.4.1.2 Exit problems and Issues 
 
With increased litigation at the workplace, many organisations spend significant time and 
resources addressing issues of disgruntled and departing employees.  Even employees 
who leave voluntarily can cost the organisation time and money (Guma, 2011:15). 
 
Mdindela (2009:25) citing (CIPD, 2004) reveals that individuals are reluctant to voice 
criticism of their managers, colleagues or the organisation, therefore generally give some 
less contentious reasons for their departure.  Mdindela (2009:25) citing Williams, (2004) 
also reveals that interviewers often fail to gather the following information during exit 
interviews: 
 
Whether the person had the skill to do the job 
Whether the manager helped or hindered the employee‟s performance 
Whether the organisation provided the necessary training and skill 
Whether the organisation helped or hindered employee performance. 
 
2.4.1.3 Productivity loss and workflow interruption 
 
Guma (2011:16) states that in most turnover situations, a person who exits abruptly leaves 
a productivity gap.  This void does not only cause problems for the specific job performed 
by the departing employee, but also for members on the same team with the workflow. 
 
2.4.1.4 Service Quality 
Turnover of front-line employees is often regarded as the most serious threat to providing 
excellent external customer service.  Guma (2011:16) states that with so much emphasis 
on providing excellent service to external and internal customers, high turnover has a 
negative impact on the quality of customer service. 
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2.4.1.5 Loss of expertise 
According to Guma (2011:16) particularly in knowledge industries, a departing employee 
may have the critical skills needed for working with specific software, completing a step in 
an important process, or carrying out a task for a project.  Sometimes a product line may 
suffer because of such a departure.  A departed employee may be impossible to replace – 
at least in the short term.  
 
2.4.1.6 Job Satisfaction of remaining employees 
 
Newstrom and Davis (1997:261) viewed that, as might be expected, higher job satisfaction 
is associated with lower employee turnover, which is the proportion of employees leaving 
an organisation during a given time period (usually one year).  They believe that the more 
satisfied employees are less likely to go through a progressive process in which they think 
about quitting, search for a new job and evaluate their alternatives, or announce their 
intention to quit. 
 
Those employees who have lower satisfaction usually have higher rates of turnover 
(Newstrom & Davis 1997:261).  They may lack self-fulfilment, receive little recognition on 
the job, or experience continual conflicts with a supervisor or peer or they may have 
reached a personal plateau in their career.  As a result they are more likely to seek greener 
pastures elsewhere and leave their employers, while their more satisfied associates remain 
(Newstrom & Davis 1997:262). 
 
The message for managers is to look beyond overall turnover rates and examine instead 
the functionality of each departure.  Managers need to ask themselves these questions: 
Are the right people staying, and are the right people departing? This is an extremely 
critical analytical issue during downsizing. 
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Figure 5 Relationship of Job satisfaction to turnover and absences 
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2.4.2 Potential Positive Consequences 
Mobley in Westlund 2007:58) states that employee turnover affects organisations, the 
individuals who leave and those who stay.  Voluntary turnover can have positive and 
negative consequences for organisations and individuals. 
 
Westlund (2007:58) state that there are also possible positive consequences of turnover at 
the organisational level.  According to Mobley (in Westlund 2007:58) these include the 
displacement of poor performers and infusion of new knowledge and technology by the 
replacements.  Turnover can stimulate changes in policy and practice. It implies that when 
employees leave, the existing policies on retention are reviewed to close gaps in that 
policy.  It can increase opportunities for internal mobility (Westlund, 2007:58).  The 
organisation may experience increased structural flexibility and satisfaction among those 
who stay.  It is suggested that turnover can create opportunity for cost reduction and 
consolidation. 
 
Mobley (in Westlund 2007:59) identified possible positives of turnover at the individual 
level.  Employees who leave the organisation may experience an increase in earnings, 
career advancement and less stress.  They may make better use of skills and interests 
(Westlund, 2007:59).  
 
 Benefits of turnover or positive turnover 
 
According to Newstrom and Davies (1997:262) some benefits may arise from turnover, 
such as more opportunities for internal promotion and infusion of expertise from newly 
hired employees.  In other words, turnover may have functional effects. 
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Figure 6.illustrates the relationship between employee attitudes toward the organisation 
and the organisation’s attitudes toward the employee. 
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Source: Newstrom and Davies (1997:262) 
 
 Organisation’s attitudes toward employee 
 
Newstrom and Davis (1997:262) state that desirable turnover is represented by cells b and 
d; the undesirable turnover of cell c should be minimized.  Situations contributing to cell a 
should be encouraged; in this cell are valued employees who wish to remain with the 
organisation (Newstrom & Davis 1997:262). 
 
2.5 MEASURING STAFF TURNOVER 
Research suggests that to gain an accurate perspective of internal causes of turnover, it is 
useful to look at both quantitative and qualitative information (IDS, 2004).  To identify 
underlying reasons for turnover, qualitative information on the reasons why employees 
have left is necessary. The UK Chartered Institute of Personnel and Development (CIPD) 
stipulates that it is important that employers have an understanding of their rates of labour 
turnover and how they affect the organisation‟s effectiveness (CIPD, 2004).  Barling 
(1983:401) states that the separation, or Labour Turnover (LTO) rate, measures the extent 
of turnover and is the starting point for any investigation of labour turnover.  High rates are 
a danger signal, but in themselves they provide an insufficient basis for diagnosis and 
actions. 
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2.5.1  The necessity of measuring staff turnover  
Barling (1983:397) reveals why turnover is measured by stating that labour turnover is one 
of the few readily measurable aspects of employee stability and as such is an important 
tool for management decision-making in industrial organisations.  Measures of turnover are 
indicators of effective functioning of human resources and may be used to locate problem 
areas within an organisation and to diagnose possible causes. Although a certain amount 
of turnover is inevitable and indeed desirable as means of resource renewal, excessive 
labour turnover is costly in terms of money, time, productivity and manpower and it is this 
excessive turnover that needs to be controlled (Barling 1983:397).  The author further 
reveals that without accurate information on the amount of turnover occurring and where it 
is located in the labour force, steps taken to combat employee wastage are likely to be 
inadequate and ineffective.  The first basic requirement in controlling labour turnover is to 
measure it.  To do so meaningfully, it is necessary to make a distinction at the outset 
between avoidable and unavoidable terminations and to differentiate between employee 
groups in the organisation.  Only in this way can the extent and nature of the problem be 
determined.  Labour turnover measurement seeks to quantify the results of the interaction 
between the worker and his job situation and this interaction can be usefully viewed in 
terms of a person-work relationship.  
2.5.2   Ways of measuring staff turnover  
Barling (1983:498) states that in order for labour turnover data to provide a useful 
management decision-making tool, there is a need for a ready guide, an objective, 
summarising measure that is capable of reflecting change over a relatively short period.  
Many of the measures suggested in the literature on turnover do not meet this requirement.  
Survival rates, labour wastage rates, labour stability indices and other similar measures 
(discussed in Van der Merwe & Miller, 1975a) provide useful historical information but are 
relatively complex to calculate and for controlling labour turnover at plant level.  No single 
measure has been bound satisfactory and in the work of van der Merwe & Miller (in Barling 
(1983:498) three measures are used in conjunction and this method has been widely 
adopted by many organisations in South Africa.  The three measures are as follows: 
 Labour turnover (LTO) rate 
 Median length of service of leavers (MLOS) 
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 Percentage of voluntary terminations (%V) 
According to Barling (1983:398) these three measures provide answers to the main 
questions that arise in labour turnover analysis: firstly, how much turnover is occurring in 
the organisation, secondly, which group of employees, in terms of length of service, is most 
affected and lastly, what proportion of leavers do so of their own accord. 
 
2.5.3   Classification of types of separation and measures used in staff turnover 
Classification  
Barling (1983:398) states that if the logic of turnover analysis as a measure of the person-
work relationship is accepted, it follows that separations which fall outside the scope of this 
concept should be excluded and thus a distinction has to be made between avoidable and 
unavoidable turnover.  Additionally, as the analysis of labour turnover in industrial 
organisations is undertaken with a view to making management decisions, measurement 
should be confined to turnover which is subject to control by management.  This is known 
as Controllable Turnover and can be defined as the avoidable loss of personnel because 
management action could have been taken to reduce, minimize or prevent such loss.  
Barling (1983:499) suggests that in order to make a systematic distinction between 
„controllable‟ and „unavoidable‟ turnover, types of separation may conveniently be classified 
into four categories: - Voluntary (V), Dismissed (D), Retrenched (R) and Other (O).  Only 
the first two (V and D) are included in Controllable Turnover which is the basis of further 
measurement and analysis.  These categories are defined as follows: 
Voluntary (V).  All Voluntary terminations or resignations which do not fall under “Other” 
should be included in this category.  A more detailed breakdown of this category into 
individual reasons for terminating voluntarily is not recommended as leavers often do not 
give true reasons for their resignations (Leftowtz & Katz, (1969) cited by Barling 
(1983:399)). 
 
Dismissal (D).  Barling (1983: 399) defines Dismissal as the discharge of an employee as 
unsatisfactory, for any reasons whatsoever. No distinctions need be made between 
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dismissals for disciplinary reasons, or because of unsuitability.  Dismissals  are considered 
controllable because they can mainly be avoided if due attention is given by management 
to the selection and development of suitable persons through careful induction procedures 
and proper training.  Barling (1983:399) suggests that all terminations falling into the above 
two categories (i.e. V and D) should be included in Controllable Turnover.  While it is not 
always possible to distinguish with absolute clarity between Dismissal and Voluntary 
separation in all cases it is important that consistency of classification is maintained, if 
subsequent analyses are to be meaningful. 
Retrenchment (R).  This can be defined specifically as a discharge due to a reduction in 
the size of the labour force, as a result of reduced or reorganised activity in the company or 
department.  Barling (1983:399) cited that seasonal fluctuations in production do result in 
retrenchments occurring from time-to-time and these may involve fairly large labour losses. 
Such retrenchments, owing to external factors or internal factory reorganisation, should be 
excluded from Controllable Turnover, although it could be argued that management action 
may have prevented such a step.  In practice, retrenchments may very often be the result 
of outside economic factors, not within management‟s control (Barling 1983:400).   
Other(O).  Barling (1983:400) suggests that this category includes resignations for health 
reasons (such as lengthy illness), military service, retirement, death and pregnancy.  
Pregnancy should be excluded from Controllable turnover for the following reasons: it is 
outside the control of management unless they cease to employ young women; Secondly, 
it is not turnover in the true sense of the word, as many females leaving for this reason, do 
so only temporarily and on returning to employment do not need induction and training, as 
would be the case with a new employee. 
The three measures used in conjunction are defined below: 
 
2.5.3.1 The Labour Turnover Rate (LTO) 
This is a ratio of the number of leavers to the average in employment over a specified 
period, expressed as a percentage: 
LTO rate =     _Number of leavers in a period (V +D)          
x 100 
  Average Number in employment in that period 
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2.5.3.2 Mediean Length Of Service Of Leavers (MLOS) 
The importance of the length of service variable in turnover analysis has been stressed in 
many studies. The distribution of leavers by length of service is arrived at by grouping all 
leavers, over a calendar time period, into periods of service before separating. 
 
Certain relationships between the median and the labour turnover rate are frequently 
observed. For example, as the labour turnover rate rises, median length of service of 
leavers generally falls. 
 
2.5.3.3 Percentage Voluntary Resignations 
 
Voluntary separations (quits) imply a very different leaving situation for Dismissals and the 
simple ratio of Voluntary as a percentage of Controllable turnover, i.e. 
 
 
   
       
 
is a useful supporting index to the two already described. 
Broadly speaking, a high percentage of Voluntary separations indicate that workers are 
dissatisfied with the job; a low percentage of V (i.e. a high percentage of Dismissals) 
suggests that management is not satisfied with the performance of the person on the job, 
(Barling 1983:403). 
 
 
Different forms of turnover can be computed for a given period of time.  Formulas for three 
measures of turnover are: 
Total separation         = ______Separation________ 
x 100 
                                        Average number of employees 
 
 
Resignation Rate   = ________Resignations__________ 
x 100 
   Average number of employees 
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Avoidable Turnover rate         = __Total separations – Unavoidable separation _ 
 x 100 
     Average number of employees 
2.6 EXIT INTERVIEWS AND SURVEYS 
Cuming (1989:370) explains exit interviews as the most commonly used technique, aimed 
at determining the real cause of leaving as opposed to the stated reason.  This is a 
procedure that requires the most tactful application, for human motives are complicated 
and it is very difficult to achieve the desired standard of accuracy.  Mathis and Jackson(in 
Mdindela 2009:25) share the same view that exit interviews are regarded as one of the 
most widely used types of interview.  In this case, one may be asked to state some reasons 
for leaving the institution so that the information would be used to enhance retention 
strategy within it.   The information will also be used to close the gap created by the 
turnover amongst the staff.   
 
Sympathetic and sensitive interviewers can obtain a great deal of useful information, 
however, which will have a direct bearing on their firm‟s personnel policies and practices, 
and hence their employment situations, as well as retaining leavers‟ goodwill.  Cuming 
(1989:370) suggests that the occasion should be used to try to persuade an individual to 
withdraw his/her resignation.  The interview must be held in private and the person 
interviewed assured that it will be treated confidentially.  If it proves impossible to interview 
an employee who has resigned, a questionnaire may be sent to him/her after he/she has 
left.  However, that is what the researcher has intended to do since the leavers may not 
give the actual reasons to the employer. 
 
Organisations typically obtain qualitative information on turnover through exit interviews 
and surveys.  However, it is important to appreciate that the reasons people give for their 
resignations are frequently untrue or only partially true (CIPD, 2004).  Lunn (1992:169) 
suggests that one way of better understanding the reasons for individuals leaving is to 
conduct a structured exit interview using a set of predetermined questions. The interview 
can be conducted on a face to face basis or over the telephone, either in the last week of 
employment or after the individual has left.  This exit interview is conducted in an 
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endeavour to minimize costs which are caused by staff turnover.  The costs of employee 
turnover are dealt with below. 
 
2.7 COST OF EMPLOYEE TURNOVER 
 
According to Cascio (1998:623) there are three broad categories of costs in a basic 
turnover costing model: separation costs, replacement costs, and training costs. 
 
2.7.1  Separation Costs 
The following are four cost elements in separation costs: 
 Exit interview, including the cost of the interviewer‟s time and the cost of the 
terminating employee‟s time. 
 Administrative functions related to termination, for example removal of the employee 
from the payroll, termination of benefits, and turn-in of company equipment. 
 Separation pay,  
 Increased unemployment tax.  Such an increase may come from either or both of two 
sources.  First, in states that base unemployment tax rates on each company‟s 
turnover rate, high turnover will lead to a higher unemployment tax rate.   Second, 
replacements for those who leave will result in extra unemployment tax being paid. 
 The sum of these four cost elements represents the total separation costs for the firm. 
 
2.7.2  Replacement Costs 
The eight cost elements associated with replacing employees who leave are the following: 
 Communicating job availability. 
 Pre-employment administrative functions, for example, accepting applications and 
checking references. 
 Entrance interview or perhaps multiple interviews. 
 Testing and/or other types of assessment procedures. 
 Staff meeting, if applicable, to determine if replacements are needed, to recheck job 
analyses and job specifications, to pool information on candidates, and to reach final 
hiring decisions. 
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 Travel and moving expenses, for example travel for all applicants and travel plus 
moving expenses for all new hires. 
 Post-employment acquisition and dissemination of information, for example, all the 
activities associated with in-processing new employees. 
 Medical examinations, if applicable, either performed in-house or contracted out. 
 
The sum of these eight cost elements represents the total cost of replacing those who 
leave. 
 
2.7.3 Training Costs 
This third component of turnover costs includes three elements: 
 Informational literature (e.g. an employee handbook). 
 Instruction in a formal training program. 
 Instruction by employee assignment (e.g. on-the-job training). 
 
Cascio (1998:625) suggests that the purpose of measuring turnover costs is to improve 
management decision making.  Once turnover figures are known, managers have a sound 
basis for choosing between current turnover costs and instituting some type of turnover-
reduction program (e.g. job enrichment, realistic job previews).  One way to reduce 
turnover especially among employees who seek opportunities for personal growth and 
professional development, is to provide training.  The details of how to reduce staff turnover 
are presented in the next section.  
2.8  REDUCING STAFF TURNOVER 
 
Grobbler et al., (2002:611) state that in a meta-analysis on turnover that summarised many 
studies, several approaches to reduce turnover were reported.  The institution of realistic 
job previews (RJPs) in the workplace reduced turnover rates by an average of 9%, while 
the use of job enrichment approaches reduced turnover rates by an average of 17% 
(Grobbler at el 2002:611). Grobbler at el (2002:611) suggest that other programmes, 
policies and changes that have reduced turnover include: 
 Selection procedures that place the right person in the right job.  
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 Proper orientation procedures. 
 Close contact between the supervisor and the new employee so that the supervisor 
may iron out early job problems and support the employee. 
 Supervisory training and open lines of communication between the supervisor and the 
employee. 
 Explaining benefits to employees and showing how their total wage and benefits 
package compares favourably to that of other firms in the area. 
 Exit interviews and employee surveys to identify areas of discontent. 
 
Programmes designed to enhance job satisfaction may reduce turnover because  of the 
link between job dissatisfaction and turnover – such programmes include fair wage and 
salary structures, competitive benefits packages, training and development, opportunities 
for advancement and employee grievance procedures; 
2.9 STAFF TURNOVER IN SOUTH AFRICA AND OTHER COUNTRIES 
 
Official employment data from Statistics South Africa‟s Quarterly Employment Statistics 
(QES) (2009) survey show that the government is the largest employer in the South African 
formal sector.  To quantify this, the numbers of employees in the national and provincial 
department alone comprise approximately 20% of the total formal sector workforce.  These 
employees are contracted to the Department of Public Service and Administration (DPSA).  
One of the major challenges facing policy makers involves the effective management and 
reduction of the high employee turnover in government.  Within this context, it is crucial for 
government to design and implement innovative ways to manage its human resources and 
make the public service more effective than it presently is. 
 
No study to date has analysed practices of employee retention in the South African public 
service according to organisational size.  This study will fill a research gap by identifying 
organisational variables as opposed to individual characteristics that influence employee 
retention and contribute to better understanding of employee retention at the organisational 
level. 
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Detailed analysis of employee turnover statistics, particularly the magnitude and profile of 
voluntary turnover across different groups and in contrast to other organisations, can play 
an important role in evaluating the functioning of organisations.  Benchmarking turnover 
statistics with other organisations provides the opportunity to view how an organisation‟s 
turnover rates compare with rates in similar agencies.  Reviewing characteristics of the 
turnover profile within an organisation allows particular demographic groups and/or areas in 
need of attention to be recognized and explored.  A comprehensive examination of 
turnover statistics can assist in isolating turnover hot spots within an organisation and, in 
turn, guide the development of appropriate interventions to assist in minimizing voluntary 
turnover (Lynch and Tuckey, (2008:8). 
 
On the other hand, Heymann (2010:3) reveals that in South Africa, the problem of high 
employee turnover is exacerbated by a low supply for skilled resources (e.g. increased  
emigration among knowledge workers and lower standards of education), and the impact of 
legislation and regulations that are aimed at redressing historical racial and gender 
practices.  Due to historical disadvantages of certain demographic groups (Africans, 
women and the disabled), South African companies and employees put emphasis on 
equality of these demographic groups in the workplace (Kotze & Roodt, 2005). These 
regulations in turn influence the nature of the South African labour market.  It is expected 
that this will lead to differences in voluntary turnover rates and reasons for turnover 
between designated employee groups and non-designated employee groups while firms 
strive to comply with the legislation. 
 
2.9.1 Staff Turnover of Nursing Staff in a Gauteng Hospital Group 
 
Stanz and Greyling (2010:1) state that the South African nursing profession is in a crisis as 
scores of professionals seek alternative employment or opt to leave the country in search 
of lucrative work overseas.  This exodus will have a catastrophic effect on the delivery of 
health care over the next decade (Thom, (in Stanz and Greyling 2010:1).  The core of the 
intensifying problem is that a direct currency-to-currency comparison between the 
remuneration of nursing employees in South Africa and developed countries indicates that 
nurses who earn an average of R5000 a month in South Africa are earning, for example 
about R27 000 in Saudi Arabia (Govender in Stanz & Greyling (2010:1)). 
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According to the Human Sciences Research Council, it is estimated that South Africa will 
have a shortage of 19 000 nurses within 8 years (Olivier, in Stanz & Greyling, (2010:1)).  It 
is important to understand that external factors such as well-paid job opportunities are not 
the only driving force behind the turnover.  Nursing employees should also understand that, 
due to financial constraints, it is very often impossible to adapt to external forces such as 
remuneration offerings from nations and international competitors to retain talent. The 
consequences of the situation manifests itself in various ways in South Africa which was 
left with junior nurses who still need training and guidance as suggested by (Mgomezulu in 
IRIN, in Stanz & Greyling 2010:1).  The situation creates enormous problems of mental and 
physical fatigue as some nurses work 18 – 22 hours per day which ultimately, leads to 
wrong decision-making. 
 
Other causes of staff turnover are little scope for further training, a lack of respect and 
acknowledgement from other medical professions as well as poor working conditions in 
hospitals (Thom, in Stanz & Greyling, 2010:2).  According to Smit in (Stanz & Greyling, 
(2010:2) the Democratic Nursing Organisation of South Africa (DENOSA), is of the opinion 
that working conditions should be improved drastically as money cannot compensate for 
bad working conditions.  Employee turnover therefore represents a major problem for both  
the nursing profession and health-care providers with respect to the ability to care for 
patients, the quality of the care provided, the continuity of care, the loss of skills and local 
knowledge, the increased length of stay and financial costs of replacement (McCarthy et 
al., 2002 in Stanz & Greyling (2010:2).  When considering the current situation, it is clear 
that employers should identify the dynamics around the turnover behaviour of their nurses 
and embark on strategies to retain their talent.  
 
2.10. MODELS OF STAFF/EMPLOYEE TURNOVER 
 
 
Mobley, Lee, Lee & Mitchell and Morrell  (in Heymann (2010:5) reveal that voluntary labour 
turnover has been subject to extensive study.  Heymann (2010:4) explains Mobley‟s (1977) 
proposal that job satisfaction was the primary determinant of voluntary turnover as an 
employee‟s dissatisfaction with his/her job would lead to thoughts about quitting.  
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According to http://en.wikipedia.org/ (accessed to 2012.07.04) over the years there have 
been thousands of research articles exploring the various aspects of turnover, and in due 
course several models of employee turnover were promulgated.  The first model and by far 
the one receiving most attention from the researcher, was put forward in 1958 by March & 
Simon.  After this model there have been several efforts to extend the concept.  Since 1958 
the following models of employee turnover have been published: 
 March and Simon (1958) Process Model of Turnover 
 Porter & Steers (1973) Met Expectations Models 
 Price (1977) Causal Model of Turnover 
 Mobley (1977) Intermediate Linkages Model 
 Hom & Griffeth (1991) Alternative Linkages Model of Turnover 
 Whitmore (1979) Inverse Gaussian Model for Labour Turnover 
 Steers & Mowday (1981) Turnover Model 
 Sheridan & Abelson (1983) Cusp Catastrophe Model of Employee Turnover  
 Jackofsky (1984) Integrated Process Model 
 Lee et al., (1991) Unfolding Model of Voluntary Employee Turnover 
 Aquino et al., (1997) Referent Cognitions Model 
 Mitchell & Lee (2001) Job Embeddedness Model 
 
2.10.1 Unfolding Model of Turnover 
 
Lee & Mitchell, (in Heymann 2012:4) described an unfolding model of voluntary turnover 
that claimed that existing models of employee turnover were too simplistic and 
inconclusive.  According to Heymann (2010:4) the unfolding model introduced the notion of 
shocks that jolted the employee from the current status quo.  These proposed shocks were 
not necessarily negative or job-related but could prompt mental deliberations about leaving.  
Heymann (2010:5) reveals that the notion of scripted behaviour was also introduced 
indicating that employees, once experiencing the shock, would set out on a series of 
prescribed decision paths, eventually resulting in turnover.  Researchers and Managers are 
able to understand why individuals leave in order to plan and execute the relevant 
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interventions to limit avoidable instances of turnover only once they assess how the 
turnover process evolves (Heymann 2010:5). 
 
Heymann (2010:5) argues that the theory suggested that the process of employee turnover 
will follow one of four decision paths based on a specific set of criteria.  Each decision path 
elaborates on a distinct focus, psychological processes and external events influenced by 
either a shock or natural contributing process.  The authors included both push and pull 
factors of employee turnover into this model and suggested that any of the decision paths 
could result in both external shocks in the employee‟s environment, or as a function of low 
job satisfaction (Heymann 2010:5). 
 
The shocks referred to represent significant distinguishable events that disturbs the 
employees‟ status quo and forces employees “toward deliberate judgements about their 
jobs, and perhaps, forces them to quit” (Lee & Mitchell, 1994:60). 
 Unfolding model decision paths 
Table 1- The Unfolding model (Holtom&Inderrien, 2006) 
1 2 3 4A 4B 
Attribute Following a 
plan 
Leaving 
without a 
plan 
Leaving for 
something 
better  
Leaving 
without a plan  
Leaving for 
something 
better 
Initiating 
Event 
Shock Shock Shock Job 
dissatisfaction 
Job 
dissatisfaction 
Script/Plan Yes No No No No 
Relative Job 
Satisfaction 
No  Yes  Yes  Yes Yes 
Active Job 
Search 
No No Yes  No Yes 
Example Planned to 
go to law 
school, Quit 
job when 
accepted to 
law school 
Individual 
was passed 
over for a 
promotion. 
Decided to 
quit 
Received an 
unsolicited 
job offer that 
looks better 
than current 
situation.  
Decided to 
As a result of 
mounting job 
dissatisfaction 
decides to 
quit current 
job without 
looking for 
Accumulated 
job 
dissatisfaction 
results in 
successful job 
search.  Finds 
a new job, 
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quit. another job. then quits. 
 
Heymann (2010:6) outlines the decision paths as follows: 
1. Shock to the system and a memory probe resulting in a match; a script driven 
decision. 
According to Heymann (2010:6) a shock to the system forces the employee to evaluate the 
situation based on personal characteristics and previous experience.  Depending how the 
shock is interpreted the employee draws from his or her memory to establish a learned 
response or previous behaviour.  In this path there is a match in the memory or a viable 
alternative to the current job (e.g. full time studying or retiring at sixty).  This decision path 
requires the least mental processing and reflection and is mostly script driven. 
 
2. Shock to the system, no match, and no specific job alternative; a push decision. 
 
This decision path is regarded as a “Push” decision in which the shock is experienced, but 
there is no anticipated alternative or „match‟ in memory that exists to guide the actions 
based on a plan or script.  The employee evaluates his or her current fit with the 
organisation that pertains to values, goals and personal strategy.  Regardless of job 
satisfaction in this case, the employee then decides to quit without having any job 
alternatives available (e.g. an employee decides to quit based on a realised conflict of 
values with his or her employer). 
 
3. Shock to the system, no match, and the presence of specific job alternatives; a 
pull decision. 
 
As with the second decision path, a shock is experienced and no recollection (match) with 
prior experience is found. However, the employee has specific job alternatives in place.  In 
addition to this difference the shock could be negative (at the current company) or positive 
(a significant opportunity presented at a new organisation).  The employee then evaluates 
his or her values, goals and personal strategy in relation to both alternatives (e.g. staying at 
the current organisation, or quitting and following the presented alternative). 
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4. No Shock to the System, Affect initiated by the Employee. 
 
This decision path is not affected by a substantial shock to the status quo, but a re-
evaluation of the organisational life and the employee‟s attitude towards the organisation at 
that point in time.  This process of evaluation could happen more often and routinely or at 
random.  This path may start in one of two ways. First, the individual, or the organisation 
could change and in effect, negatively influence job satisfaction by not aligning to the 
individual‟s expectation of values, trajectory or personal strategy. Secondly, the person 
could become more dissatisfied by his or her job without making a deliberate effort to 
evaluate the perceived alignment between the employee and the organisation. 
 
 Push and Pull factors 
 
(Lee and Mitchell (in Heymann 2010:7) describe push factors as those constructs „internal 
to the employee‟ that could influence a certain behaviour or decision.  These factors have 
been studied predominantly by researchers focusing on the psychological factors of 
perceptions and attitudes.  Pull theory on the other hand has been studied more by 
market–oriented researchers where the theory focuses more on job alternatives in the 
market.   
 
The findings of the study by Heymann (2010:14) reveal a comparison of push against pull 
factors as causes of voluntary turnover, and found that there was no evidence to indicate 
that pull factors play a more significant role in the turnover decision than push factors. 
 
In conclusion, the unfolding model by Lee and Mitchell (in Heymann 2010:14) suggests 
some new and different ways to conceptualize the turnover process.  The job 
dissatisfaction was reported, followed by a job search, an evaluation of located alternatives, 
and subsequent quitting.  The idea of a precipitating shock played a key role in the turnover 
process. The results of the study indicate that quitting is more complicated than traditional 
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turnover theories imply. Hence, Aquino, Griffeth and Hom (1997:270) saw a need to 
introduce another model called Referent cognitions model. 
 
2.10.2  Referent cognitions Model 
 
Aquino, Griffeth, Allen and Hom (1997:1210) state that referent cognitions theory 
introduces the evaluation of procedures into a relative deprivation framework and more 
completely describes how injustice prompts dissatisfaction.  It extends traditional turnover 
models that implicate outcome or procedural unfairness as undermining morale and 
retention (Hom & Griffeth, Hulin, Rosnowski, & Hachiya, Price & Mueller in Aquino et al.,, 
(1997:1210) by elaborating the psychological processes that generate dissatisfaction.  
Specifically, referent cognitions theory explains how dissatisfaction arises when a person 
compares existing reality to a more favourable alternative. 
According to the theory, people perform three mental simulations involving referent 
cognitions, justifications, and the likelihood of amelioration.  Referent cognitions are 
alternative, imaginable circumstances that differ from a person‟s actual circumstances.  
People are most likely to be dissatisfied when imagined results are more attractive than 
existing reality. As referent outcomes are compared to existing outcomes, people think 
about „what might have been‟. 
 
Just as referent outcomes are compared to existing outcomes, so too are the procedures 
that produced those outcomes.  A third tenet of referent cognitions theory is that people 
may view existing outcomes as temporary because satisfaction may be influenced by what 
they expect to receive in the future. 
 
So far, referent cognitions theory has been used to explain how comparisons between 
existing and imagined outcomes and procedures, are related to dissatisfaction and 
turnover. 
2.10.3  Job Embeddedness 
 
Recent research on job embeddedness has found that both on- and off-the-job forces can 
bind people to their jobs.  The present study extended this line of research by examining 
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how job embeddedness may be integrated into a traditional model of voluntary turnover.  
Results also found that job embeddedness interacted with job satisfaction to predict 
voluntary turnover, suggesting the job embeddedness construct extends beyond the 
unfolding model of turnover (Mitchell & Lee, (in Crossley, Bennet, Jex & Burnfield, 2007: 
1031). 
 
Crossley, Bennett, Jex, & Burnfield, (2007:1031) citing March and Simonsuggested that 
turnover is a function of the perceived ease of movement and the desirability of leaving 
one‟s job. Crossley et al., (2007:1031) state that much of the theoretical landscape of 
voluntary turnover to date has been shaped by conceptual models posited in the 1970s and 
early 1980s by scholars such as Mobley, (1977); Mobley, Horner, & Hollighsworth, (1978); 
Katzell, Konrman, and Levine (1971); Munchinsky and Morrow (1980); Price (1977); and 
Steers and Mowday (1981). 
 
Crossley, et al., (2007:1031) suggest that one notable exception to this traditional paradigm 
is Lee and Mitchell‟s (1994) unfolding model of voluntary turnover.  This unique perspective 
on turnover posits alternative pathways to voluntary turnover that are not induced by job 
dissatisfaction.  One important implication emerging from the research is that whereas 
quitting a job is often preceded by some degree of mental consideration (e.g. comparison 
with alternative jobs), remaining with an organisation may simply be the result of 
maintaining the status quo.  One of the basis of this notion, Lee, Mitchell, Sablynski, 
Burton, and Holtom (2004) cited by Crossley et al., (2007:1031) argue that people can 
become stuck or “embedded” in their job as a result of various organisational and 
community-related forces.  This suggests that one may look for the internal and external 
factors or benefits before considering the possibility of quitting one‟s current job.  It is also 
important to figure out whether those benefits or combined forces do exist at WSU that 
enables its employees to be embedded in their jobs. 
 
Job embeddedness has been defined as “the combined forces that keep a person from 
leaving his or her job”(Yao, Lee, Mitchell, Burton & Sablynski, 2004, p159) and includes 
factors such as marital status, community involvement, and job tenure.  Job 
embeddedness was posited as a construct composed of contextual and perceptual forces 
that bind people to the location, people and issues at work (Yao et al., 2004).  Crossley et 
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al., (2007:1031) state that to date, this construct has been operationalised as a composite 
of two mid-level sub-factors: on-the-job embededness and off-the-job embededness relate 
to how entrenched a person is in his or her community.  
 
Crossley et al., (2007:1031) suggest that each of these forms of embeddedness is 
represented by three underlying facets: links (formal or informal connections between a 
person and institutions, locations, or other people), fit (employee‟s compatibility or comfort 
with work and non-work environments), and sacrifice (cost of material or psychological 
benefits that one may forfeit by leaving one‟s job or community).  
 
Crossley et al., (2007:1031) state that as noted by Mitchell et al., (2001),job embeddedness 
is a formative measure.  It represents a focus on the accumulated, generally non-affective, 
reasons why a person would not leave a job.  Mitchell et al., (2001) further explained that 
„Job embeddedness is an aggregate multidimensional construct formed from its six 
dimensions‟ (Law, Wong and Mobley 1998).  More specifically, its indicators are causes of 
embeddedness and not reflections.   
 
According to Tanova and Holtom (2008:1566) the application of job embeddedness has 
important ramifications for line managers. Leaders in European organisations who are 
worried about losing their most valuable employees should not only study external pay 
equity or the job satisfaction of their employees, but they should also try to identify viable 
methods for helping employees become embedded in the organisation and the community 
(Tanova & Holtom, 2008:1566). For example, the managers could establish mentoring 
programmes to strengthen the links employees have with others in the organisation. Or 
managers might encourage workgroups to take a prominent role in deciding who to hire 
into the work group.  Tanova and Holtom (2008:1566) suggest that to strengthen the links 
with the community, organisations can support community outreach programmes to give 
their employees opportunities to volunteer and become more integrated into their 
communities. 
 
Other authors also suggest that to strengthen the fit between the individual and the 
organisation, employers need to be thoughtful in the recruitment and selection of their 
employees. They need to provide realistic information to the candidates before employment 
 
 
38 
 
and subsequently, employers need to assist their employees in planning their careers. To 
strengthen the fit between the individual and the community, the employers can provide 
information about community events or amenities. 
 
Finally, organisations are encouraged to offer unique benefits that are hard for other 
companies to replicate. Family-friendly hours or benefits provide strong incentives for 
workers with children to stay for the long term.  
 
It is important to note that job embeddedness cannot be successful where there is a lot of 
job dissatisfaction.  In other words, employees can never be embedded in the organisation 
which does not recognize them. 
2.11  JOB DISSATISFACTION 
 
Grobbler et al., (2002:611) state that when employees become dissatisfied, costly 
problems can result.  Excessive absenteeism, turnover and grievances often result when 
workers experience high levels of job dissatisfaction.  Grobbler et al., (2002:611) suggest 
that while it is difficult to put a monetary value on job dissatisfaction, estimates can be 
made of the economic cost of the results of job dissatisfaction, such as absenteeism, 
turnover and employee grievances.  Job dissatisfaction could be the contributing factor for 
high staff turnover at WSU.    
 
2.11.1   Causes of Job Dissatisfaction 
 
An employee‟s satisfaction might be defined as „the difference between the amount of 
some valued outcome a person receives and the amount of that outcome the person thinks 
he or she should receive (Grobbler et al., 2002:611).  Job satisfaction or dissatisfaction 
generally depends on pay and benefits, supervision, co-workers, work and the organisation 
in general.  An employee becomes dissatisfied when things are not the way they should be. 
2.11.2   Measuring Job Dissatisfaction 
 
Non attitudinal organisational data, such as on absenteeism and turnover, are sometimes 
used as surrogate measures of job satisfaction (Grobber et al., 2002:611).  Measuring job 
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satisfaction through such indirect means has two pronounced shortcomings.  Grobbler et 
al., (2002:611) view job dissatisfaction as unlikely to be the sole cause of an employee‟s 
decision to be absent or to quit.  Measuring job dissatisfaction by analysing results provides 
no information about causes.  One of the greatest benefits of a well-constructed survey on 
job satisfaction is that it will cover all significant job dimensions that affect job satisfaction.  
A valid and reliable paper-and-pencil survey is usually the least costly and most valid way 
to measure employee‟s dissatisfaction with their jobs and the conditions that surround their 
work.  
 
2.11.3   Reducing Job Dissatisfaction 
 
Grobbler et al., (2002:612) suggest that one approach to reduce job dissatisfaction would 
be to hire people who are less inclined to dissatisfaction.  Another, more popular approach 
is to ask: What do the employees really want and how does management tailor an efficient 
and effective response? One approach that is relatively simple to implement is to include a 
third question that measures the importance of each potential reward.  That means it is 
imperative for institutions to identify driving forces of job dissatisfaction by means of 
surveys and initiate program to prevent it.  It is also important to understand how job 
satisfaction relates to voluntary turnover.  
 
2.12 RELATIONSHIP BETWEEN JOB DISSATISFACTION AND VOLUNTARY 
TURNOVER 
 
Burns, Bradley and Weiner (2012:107) are of the view that unfortunately, high levels of job 
dissatisfaction and voluntary turnover among nurses have become a major and chronic 
problem that threatens quality of health care organisation across the United States of 
America.  According to Burns et al., (2012:108) results from research in both general 
management and health care settings show that job satisfaction and turnover are 
consistently and positively related to several characteristics of work environments. 
 
In response to poor working environments for nurses, the American Nurses Credentialing 
Center founded the magnet program in 1983.  This program which has expanded 
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significantly since its inception, aims to improve the work environment for nurses and thus 
increase their motivation, satisfaction and performance, while reducing turnover (Burns et 
al., 2012:108).  The name “Magnet” conveys that a good work environment will attract and 
retain nurses. Such a program is necessary for South African government and 
organisations in order to improve the work environment for their employees. 
 
According to Burns et al., (2012:107) the situation is not much changed today, more than 
40 % of hospital nurses are dissatisfied with their jobs, and the national average for 
voluntary nurse turnover is estimated to be 21 %.  They argue that of course, nurses, like 
others, voluntarily leave their jobs for many reasons.  For some, life circumstances 
precipitate a job change for example children, illness, relocation or retirement.  Many have 
forms of personal fulfilment off-the job through their families and leisure activities.  
 
2.13  RELATIONSHIP BETWEEN MANAGEMENT AND EMPLOYEE TURNOVER 
 
Employees leave an organisation for different reasons.  This results in turnover, which 
costs the employer money and lost productivity.  Reasons for an employee leaving fall 
under the category of voluntary or involuntary turnover.  Voluntary turnover means an 
employee decides to separate, and involuntary turnover means an employer terminates the 
employee, (pttp://www.ehow.com/info-8547319–relationship–between-management-
employee-turnover/ accessed on 2012/07/04). 
 
 Reasons for Turnover 
Some reasons employees leave – such as for a higher-paying job, a job with less stress or 
a job that accommodates family needs – might seem to be unavoidable.  According to 
Bianca (2012) however, these reasons might be a disguise for how an employee really 
feels about working for a company and for a particular manager.  Managers must enforce 
company policies, but they must also develop employees into committed human assets.  If 
managers fail in this mission, the end result will be employees who leave  the organisation. 
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 Managers Influence Employees 
 
Managers are the face of the organisation.  They must treat employees equitably and 
respectfully according to company policy.  It is how managers treat employees who violate 
rules or have weaknesses in performance that will influence them to stay or leave.  If 
managers fail in this mission, the end result will be employees leaving the organisation. 
 
 Managers and Human Capital Management 
Human capital management software can help managers identify employees that are at 
risk for turnover.  As a result, they can take actions that will prevent these employees from 
leaving for better jobs.  For example, a report from an HCM system can identify which 
employees have worked the longest period without a raise.  A manager can then consider 
them for a raise as an incentive to keep working in the organisation, 
(http://www.ehow.com/info) accessed at 2012/07/04).  
 
 Managers and Culture 
Managers can get more commitment from employees by fostering a better culture within 
their departments (http://www.ehow.com/info) accessed at 2012/07/04).   Managers can 
include everyone in departmental events, promote and support relationships between new 
employees and established workers, solicit suggestions and build a team environment 
through group meetings.  In all of these examples, communication between members of 
the department and the manager is crucial for organisational commitment.  Committed 
employees are less likely to leave, which reduces turnover at the departmental level. 
2.14  RELATIONSHIP BETWEEN PERFORMANCE AND VOLUNTARY TURNOVER 
 
Williams and Livingstone (1994:269) citing (Cascio, 1982) explain that there are sizable 
costs associated with employee turnover – separation pay, the expense of recruitment, 
selection, training, and so forth.  However, the true cost of employee separations cannot be 
determined without considering employee performance (Boudreau & Berger, in Williams & 
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Livingstone, 1994:269). Although these examples make it clear that employee performance 
is a fundamental part of the organisational costs and consequences of turnover (Jackofsky, 
1984 in Williams and Livingstone, 1994:269).  McEvoy and Cascio and Bycio, Hackett, and 
Alvares (in Williams and Livingstone 1994:269) have indicated a very strong relationship 
between performance and involuntary turnover; after correction of unreliability, the average 
correlations between the variables were 51 and 52 respectively, for the two studies.  These 
studies also indicated that performance predicts voluntary turnover nearly as well as 
intentions to leave, organisational commitment, work satisfaction and overall satisfaction. 
Williams and Livingstone (1994:270) suggest that the previous work on performance and 
voluntary turnover were extended in a number of ways.  The first was to investigate the 
effect of a new moderator, reward contingency, which may allow organisations to influence 
the relationship between performance and voluntary departure internally. It was predicted 
that making rewards contingent on performance would yield a stronger negative 
relationship between performance and voluntary turnover.  As good performers receive 
more rewards than poor performers, they should be more satisfied with their jobs and less 
likely to quit. As poor performers receive fewer rewards than good performers, they should 
be less satisfied and more likely to quit. 
Williams and Livingstone (1994:270) argue that although no study could be found that 
examined all the relationships between reward contingency, job satisfaction, performance 
and voluntary turnover, an extensive review of laboratory and field studies by Podsakoff 
and Williams (1986) indicated that performance was more strongly related to work 
satisfaction and pay satisfaction when rewards were contingent on performance than when 
they were not.  These data indirectly suggest that reward contingency influences the 
relationship between performance and voluntary turnover through the moderated effects of 
employee satisfaction. 
2.15  CONCLUSION 
 
In conclusion, Williams and Livingstone (1994:294) share the same view with Hollenbeck 
and Williams (1986) when he concluded that since poorer performers will typically choose 
to quit  more often  than better performers, this means that employee turnover frequently 
replaces employees who were performing poorly with average or strong performers.  The 
organisational consequences associated with employee turnover should be even more 
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beneficial for companies that link rewards to individual performance because they should 
retain an even larger percentage of good performers and an even smaller percentage of 
poor performers. An analysis indicated that the scarcity or abundance of alternative jobs 
had little effect on the link between performance and voluntary turnover. 
From the above discussion, the study has entailed the assessment of factors influencing 
staff turnover at WSU.  It was important to give a brief background of the conceptualisation 
and classification of staff turnover. Causes of labour turnover have been fully discussed 
and illustrations were given to clarify the concept „turnover‟.  Consequences of staff 
turnover have been dealt with covering both negative and positive aspects.  Measuring 
staff turnover has become a part of the topics for discussion in this chapter where labour 
turnover rate, median length of service of leavers and percentage of voluntary resignations 
were explored in detail.   
 
It was also important to discuss how staff turnover could be reduced so that in the current 
study comparisons could be made between findings and those of the previous research. 
Three latest models or theories of turnover have also been discussed and critically 
analysed to reveal a better understanding of these theories based on turnover.  Job 
dissatisfaction as a determinant of voluntary turnover was categorically discussed with its 
components. The relationships between Management, Job Satisfaction, Performance and 
turnover were also explored. 
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CHAPTER THREE 
3.  STRATEGIES FOR MANAGING STAFF TURNOVER 
3.1 INTRODUCTION 
 
The conceptualisation and classification of staff turnover has been explored and discussed 
in the previous chapter.   
 
This chapter will focus on the factors influencing employee turnover and strategies which 
could be used to manage staff turnover and retain the staff leaving the organisations.  
However, employee retention will be defined and the value of retaining the best employees 
will be explored.  The importance of staff retention will also be discussed in detail in this 
chapter.  The aim of this chapter is to discuss categorically factors impacting on staff 
turnover.  This chapter will pay attention to other retention strategies in order to elicit some 
corrective measures to control the situation. 
 
From the perspective of the organisation, employee turnover creates both tangible and 
intangible costs. The tangible costs include recruitment, selection, training, adjustment 
time, possible product and/or service quality problems, and the costs of agency 
workers/temporary staff (Morrell, Loan-Clarke and Wilkinson 2004a:11). The intangible 
costs, which may be even more significant than the tangibles, involve the effect of turnover 
on organisational culture, employee morale, social capital and organisational memory 
(Morrell et al., 2004a:11). This implies that both tangible and intangible costs are important 
for consideration by the Managers by proactively devising strategies to minimize the 
turnover and retain the employees.  Universities should pay more attention to these costs 
as they are also affected by them as well. 
3.2 DEFINING EMPLOYEE RETENTION 
 
Schuler and Jackson (in Guma 2011:7) define retention as everything an employer does to 
encourage qualified and productive employees to continue working for the organisation. 
The main objective of retention as suggested by Guma (2011:7) is to reduce unwanted 
voluntary turnover of valuable people in the organisation.   
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Retention relates to the extent to which an employer retains its employees and may be 
measured as the proportion of employees with a specified length of service expressed as a 
percentage of overall workforce numbers (CIPD, 2011: 1). 
 
This is a systematic effort by employers to create and foster an environment that 
encourages current employees to remain employed by having policies and practices in 
place that address their diverse needs (WSU employee retention policy, 2005).  
3.3 VALUE OF RETAINING THE BEST EMPLOYEES 
 
Schuler and Jackson (2006: 219) state that recruiting people to meet the organisation‟s 
human resource needs is only half the battle in the war of talent.  The other half is keeping 
these people.  Guma (2011:71) suggests that by keeping their employee turnover rates 
lower they gain an advantage against their competitors by reducing overall labour costs 
and improving productivity.  Moseley, Jeffers and Paterson (2008:53) state that employee 
retention is important to organisations, as increased turnover creates instability and puts 
additional workload and stress on remaining staff, increasing job dissatisfaction and 
therefore potentiating the turnover cycle. That implies that all institutions, including the one 
under study, should take cognisance of the fact that turnover does not only affect those 
who leave but also the remaining staff and as such it could mean that the remaining ones 
are in a way also encouraged to leave.   
 
Fields (2001:99) states that the employer should become so attractive to people that they 
choose to work for that employer rather than a competitor. Which is the case WSU, where 
potential employees are being attracted work for the institution and yet there is no retention 
policy in place for the purposes of retaining its staff.  Guma (2011:7) states that employees 
want to work for the best employers. 
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3.4 IMPORTANCE OF STAFF/EMPLOYEE RETENTION 
 
According to (CIPD 2011:1) most managers understand the importance of employee 
retention and its impact on the overall health and vitality of an organisation.  The 
importance of retaining top performers will only increase over the coming years as the 
massive cohort of baby boomers begin to reach retirement age making it easy for younger 
employees to find work. 
 
Guma (2011:12) states that employee retention has become a serious and complex 
problem for all organisations.  Phillips & Connell(in Guma 2011:12) suggest that managing 
employee retention and keeping turnover rate below target and industry norms is one of the 
most challenging issues facing organisations.  
 
From the organisational perspective, employee turnover may lead to disruption of service 
to clients.  The extra time and money spent on recruitment and training of the replacements 
and the added stress of more work for the remaining staff during the interim, are a few of 
the consequences suffered by the organisation when turnover occurs. 
 
From a societal perspective, employee turnover can have a negative impact when it leads 
to employees with critical and scarce skills leaving the country to work abroad. 
3.5 EMPLOYEE RETENTION POLICY 
 
The purpose of employee retention is for the university to effectively retain and motive 
employees.  The aim of this policy is to prevent the loss of competent staff from the 
university, which could have an adverse effect on service delivery. The question is what 
does happen within the institution in order to control the situations at stake? 
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3.5.1 Staff retention techniques 
3.5.1.1   Counter offers 
 
Section 4,(4.1) of the Employee Retention Policy prescribes that the process which may be 
initiated to make a counter offer, where a valuable employee has received a job offer, in 
order to retain such employee.  If it happens does this not create precedence for other staff 
members who are on the same level with those benefiting from the counter offers, in terms 
of different salary packages. 
 
3.5.1.2  Employment equity 
 
Sub-Sections 4.2 (a) and (b) of the Employee Retention Policy of WSU stipulates that the 
Employment Equity Act, 1998, requires employers to retain and develop employees from 
designated groups and that, decisions of this nature must be taken with due consideration 
to the university Employment Equity Plan and its Affirmative Action Policy. 
 
3.5.1.3  Encourage performance 
 
Employees are encouraged when they are given challenging jobs; have flexible work 
arrangements that will suit them and their families; avoid overloading top performers with 
secondary tasks is avoided, and rewards and/or recognition is given to employees who 
perform well. 
 
3.5.1.4 Morale building 
 
Sub-sections 3.5.15 (a),(b),(c) and (d) of the Employee Retention Policy of WSU outlines 
that morale building leads to example as a manager achieves better results; provide 
employees with development opportunities by allocating them new and challenging 
responsibilities; attends to staff needs timeously; and provides a conducive environment 
where an employee can learn from his/her mistakes. 
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3.5.1.5 Development and training 
 
Encourage employee training and development initiatives; create conducive environment 
for development and training and develop a policy for training and development. 
 
3.5.1.6  Multi-skilling  
 
Multi-skilling creates an environment that enables employees to acquire and use a greater 
range of skills; it should be linked to the skills requirements of employees and the university 
and should form part of the university‟s strategic empowerment and employment equity 
plans; and managers must ensure that all multi-skilling efforts are properly planned and 
scheduled. 
3.6  FACTORS IMPACTING ON STAFF TURNOVER  
 
Barling (1983:407) states that factors impacting on staff turnover can be broadly grouped 
into three categories, namely individual, organisational and external factors. 
 
Figure 7: Systematic Review of the Research:  Factors That Impact Retention 
+ Personal Factors + Organisational Factors Enhanced by Title IV-E Professional 
Education = Improved Retention 
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3.6.1 Individual factors 
 
A great variety of individual factors have been investigated in labour turnover research in 
an effort to delineate those demographic and psychological variables which are related to 
stability (Barling 1983:407).  Length of service, age, wage, marital status, sex, skill, job 
satisfaction and attitude to work are some of the most commonly used in past studies, 
many of them of a co relational nature (Barling 1983:407).  The first three individual factors 
mentioned above, namely, length of service, age and wage will be briefly considered. 
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Kotze & Roodt, Mobley, (in Heymann 2010:10) argue that the age of employees has been 
shown to play an important part in employee commitment.   According to Blomme, van 
Reheede, and Tromp (2010), age was also a significant variable that influenced the 
decision to leave as younger respondents were more eager to leave.  This implies that the 
young employees at WSU might be more likely to leave than old employees who are close 
to retirement. 
 
3.6.1.1  Length of service 
 
The overriding importance of the length-of-service variable has already been mentioned 
under the discussion of the median length of service.  Price (1977) considers this to be the 
best predictor of turnover. However, it is not the length of service per se which affects 
employee stability (Barling, 1983:408). 
 
Rather, the true determinants of an employee‟s decision to stay or to leave which are 
related to length of service are likely to be such factors as the formation of group ties, the 
establishment of habit patterns, a sense of familiarity with the job situation, and other 
tangible and intangible benefits which are likely to arise from long service.  A large 
percentage of voluntary turnovers occur in the first few months of employment when a 
person is still new in the organisation (Grobler et al., 2006, p.126). According to Mdindela 
(2009:57) as a result turnover for people with a long service is normally lower. 
 
 Personality  
 
Personality is the dynamic organisation within the individual of those psycho-social factors 
that determine the person‟s unique adjustment to his or her environment(Alberts & 
Motlatla,(in Mdindela 2009:57).   
 Conscientiousness  
 
It is described as being reliable, hardworking, diligent, organised and punctual.  
Conscientiousness likely influences the contractual and moral/ethical motivational forces 
that affect turnover. 
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 Extraversion 
 
Individuals higher in extraversion tend to experience positive emotions more frequently 
than those who report introversion.  Extroverts are more likely to recall positive rather than 
negative information about the work environment and are therefore more motivated to stay 
on in the organisation (Mdindela 2009:58). 
 
 Agreeableness  
 
According to Mdindela (2009:58) agreeable individuals are less likely to engage in 
withdrawal behaviours as they are more likely to be more understanding of the negative 
aspects of their environment. 
 
 Emotional stability 
 
Emotional instability leads to negative views of their work environment and those 
individuals are more likely to leave. 
 
3.6.1.2  Age 
 
 
Many studies have shown an inverse relationship between age and turnover.  This is an 
expected finding in view of the fact that turnover is predominantly a short-service 
phenomenon and that age and tenure are obviously closely related.  Writers such as 
Silcock (1955) and Hedberg (1967) affirm that separations are in fact affected more by 
length of service than age. 
 
Nel et al., (in Mdindela 2009:56) are of the view that the relationship between age and 
turnover may be based on a number of factors. Younger employees may have more entry 
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level access, more job opportunities and fewer family responsibilities, making job mobility 
easier.  
 
3.6.1.3 Race 
 
Heymann (2010:10) states that the study showed a higher turnover of African managers, 
which was indicative of the strong influence of the favourable labour market due to 
Employment Equity legislation, despite employers attempting to build a relational or 
balanced psychological contract.  Heymann (2010) supported this notion of influence of the 
labour market wi th finding that the highest degree of loyalty was expected from white 
males as their perceived mobility was the lowest in the current labour market context.  
 
3.6.1.4 Gender 
 
(Kotze and Roodt (2005) in Heymann (2010:11)) found that, in addition to age, employee 
gender posed significantly different perceptions in relation to organisational support, 
change-and transformation, remuneration and the propensity to leave.  This was later 
supported with empirical evidence by (Blomme, Van Rheede, & Tromp, 2010) as the 
authors suggested that gender could be a moderator between the psychological contract 
and turnover intentions. 
 
3.6.1.5 Education 
 
According to Trevor (in Heymann 2010:12), education is a fair reflection of marketability in 
the labour market. This implies that the employee has more options than his peers.  The 
empirical findings indicated that less educated employees had a lower probability of quitting 
than highly educated employees.  The study also suggested that poor job satisfaction had 
a higher influence in the decision to quit among highly educated employees than that of 
their less educated counterparts. 
3.6.2. JOB FACTORS 
 
According to Luthans (in Mdindela 2009:59) job factors that influence staff turnover include 
workload, meaningful work, working conditions, remuneration, relationship with supervisor, 
relationship with co-workers, empowerment and autonomy. 
 
 
53 
 
 
 
 
3.6.2.1 Workload 
 
Hayes et al., (in Mdindela 2010:59) state that a heavy load consistently increases job 
tension and decreases job satisfaction, which in turn, increases the likelihood of turnover.  
Empirical evidence suggests that, for each additional patient, a nurse experiences a 23 % 
increase in burnout and a 15 % increase in job dissatisfaction. 
 
3.6.2.2 Working conditions 
 
 
Working conditions have a modest effect on job satisfaction.  If working conditions are good 
(clean, attractive) employees will find it easier to carry out their job.  If working conditions 
are poor (hot, noisy), personnel will find it more difficult to get things done (Nel et al., in 
Mdindela 2010:60). 
 
Deeprose (2007:12) suggests the realization that pay is not the only thing people work for 
is equally important.  Employees are looking for a number of other returns to justify the 
time, energy, and mental and emotional effort they devote to the organisation (Deeprose, 
2007:12).  That is why many organisations now think in terms of a total rewards package. 
This type of package includes not just salary and benefits but also work environment, 
learning and development, and work/life balance.  Equity requires that total rewards meet 
the needs of employees to the same degree that employees contribute to meeting the 
objectives of the organisation (Deeprose, 2007:12). 
 
3.6.2.3 Remuneration 
 
 
Cascio (in Dӧckel, Basson, & Coetzee 2006:20) describes retention as initiatives taken by 
management to keep employees from leaving the organisation, such as rewarding 
employees for performing their jobs effectively; ensuring harmonious working relations 
between employees and managers; and maintaining a safe, healthy work environment.  
Dӧckel, et al., (2006:20) state that money is still the primary incentive used to lure high 
technology professionals.  According to Higginbotham (in Dӧckel et al., 2006:20) high 
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salaries are not essential, but „good‟ and ‟fair‟ salaries showed a strong correlation with 
intention to stay, indicating that as long as the compensation is competitive, financial 
rewards are not the primary factor in retention. Dӧckel et al., (2006:20) state that 
employees want to understand how the pay system works, and want to know how they can 
earn pay increases.  People perceive their remuneration as an indication of what they are 
worth to the organisation (Nel et al., in Mdindela 2010:60). 
 
3.6.2.4 Relationship with supervisor 
 
According to Mdindela (2010:60) supervision is another moderately important source of job 
satisfaction.   Luthans (2002:121) states that there seems to be two dimensions to 
supervisory style.  One is employee centeredness and this is measured by the degree to 
which a supervisor takes a personal interest in the employee‟s welfare.  The other 
dimension is participation or influence, as illustrated by managers who allow their 
employees to participate in decisions that affect their jobs.  
 
3.6.2.5 Relationship with co-workers 
 
The nature of the work group will have an effect on job satisfaction.  Friendly cooperative 
workers are a modest source of job satisfaction to individual employees.  The work group 
serves as source of support, comfort, advice and assistance to the individual worker 
(Luthans (in Mdindela (2010:61). 
 
3.6.3 ORGANISATIONAL FACTORS 
3.6.3.1 Organisational culture 
 
Much has been written about organisational culture. It is sufficient to note here that the 
reward system, the strength of leadership, the ability of the organisation to elicit a sense of 
commitment on the part of workers, and its development of a sense of shared goals, 
among other factors, will influence such indices of job satisfaction as turnover intentions 
and turnover rate. 
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3.6.3.2 Cultural diversity 
 
Nguwi (in Mdindela 2010:62) indicates that organisational culture is made up of a number 
of inter-related components:  artefacts, behaviours, espoused values and core values.   
Artefacts are the physical manifestations of culture such as organisational structure, rules, 
processes and routines as well as more tangible things like office layout, status symbols 
and the way people dress for work.  
 
Behaviours are the ingrained patterns or behavioural norms that are followed by people 
within the organisation.  Espoused values are the values which an organisation claims to 
hold. Lastly, core values are described as the fundamental ideals that the organisation 
wants to retain over time.  Organisational culture serves to integrate organisational 
members so that they know how to relate to one another and to adapt to the environment.   
Mdindela (2010:63) suggests that once an organisational culture is established, it will 
provide employees with identity and stability thus leading to job satisfaction which will in 
turn reduce the employee‟s intent to resign.  
 
3.6.3.3 Training and Development 
 
Dӧckel et al., (2006:20) state that many companies have realised that proactive strategies 
are required for building and maintaining a high technology company‟s knowledge 
reservoir.  Training is therefore essential for the survival of any information technology 
worker, and is the only way they can stay employable over the span of their careers. 
Tomlinson (2002) in Dӧckel et al., (2006:20) suggest it is critical that organisations keep the 
leading edge by having their employees well trained in the latest technologies.  Employees 
stay at companies that promote career opportunities through learning, and the ability to 
apply their newly learned skills (Cataldo et al., 2000; Jiang & Klein, 2000). That is a lesson 
every organisation should learn as employees tend to prefer those companies which most 
of the time develop their employees most frequently to meet the latest and updated 
technology. 
 
3.6.3.4 Organisational commitment  
 
Mester, Visser, Roodt& Kellerman, (in Dockel, Basson and Coetzee 2006:20) state that the 
concept of organisational commitment has attracted considerable interest in an attempt to 
understand and clarify the intensity and stability of an employee‟s dedication to the 
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organisation.  Researchers have distinguished between three approaches to study 
commitment, namely from an attitudinal, behavioural and a motivational perspective.   In 
the context of this study, organisational commitment is regarded as an attitude as it relates 
to an individual‟s mindset about the organisation (Allen & Meyer, 1990). 
 
Meyer and Allen‟s (1991) three component model of organisation commitment is therefore 
of relevance to this research.  According to Meyer and Allen (1997) the concept of 
organisational commitment is a construct distinguishable from other familiar concepts such 
as job satisfaction, job involvement; career salience, occupational commitment, turnover 
intentions, work group attachment and Protestant work ethic.  Allen and Meyer (1990) 
describe commitment as a psychological state that binds the individual to the organisation.  
 
Meyer and Herscovitch (2001) suggest that the binding force of commitment is experienced 
as a mindset.  The mindsets reflect three distinguishable themes which Meyer and Allen 
(1991) label as: affective commitment, continuance commitment, and normative 
commitment.  These three distinguishable components of organisational commitment 
reflect a difference between a preference to stay with the present organisation arising out 
of a sense of emotional attachment (effective commitment), compared to one rooted in a 
sense of economic necessity or the perceived cost of leaving (continuance commitment) or 
of moral obligation (normative commitment).   
 
Organisational commitment develops during employment in the organisation.  Meyer and 
Herscovitch (2001) developed some propositions that encompass the development of the 
different mindsets:  the mindset of desire (affective commitment) develops when an 
individual becomes involved in, recognises the value-relevance of, and/or derives his or her 
identity from, association with an entity or pursuit of a course of action. 
 
3.6.5 Promotional opportunities 
 
Mdindela (2010:71) citing Luthans,) states that promotional opportunities seem to have a 
varying effect on job satisfaction.  This is because promotions take a number of different 
forms and have a variety of accompanying rewards.  An example was given by Luthans 
(2002:121) that individuals who are promoted on the basis of seniority often experience job 
satisfaction but not as much as those who are promoted on the basis of performance.  
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Shield and Ward, (in Mdindela (2010:71) indicate that dissatisfaction with promotional 
opportunities was shown to have a stronger relationship with turnover among nurses than 
workload or pay. 
 
3.6.4 Environmental/External Factors 
 
Three major factors under this heading are: seasonal variations, geographic location and 
the economic climate. 
3.6.4.1  Geographic location  
Within any country turnover rates can vary quite considerably in different areas.  The 
advantage of a regional survey is that all factories from which data are collected are in the 
same geographic area drawing on the same pool of labour and thus differences in turnover 
rates reflect real organisational differences in the ability to retain workers (Barling 
1983:411).  
3.6.4.2.   Economic climate   
This is one of the most important factors in determining overall levels of turnover.  When 
the economy is booming and firms are expanding, jobs are plentiful and there are thus 
more alternative employment opportunities.  People change jobs more easily under such 
conditions of rising employment and hence turnover rates increase (Barling 1983:411) . 
3.5.4.3 Seasonal 
 
As in other countries, pronounced  and regular seasonal variations in turnover rates have 
been observed in the UPE Survey, with rates being lowest in the fourth quarter of the year 
before the summer holidays in December and higher in the first quarter, with a great deal of 
mobility in January (Barling 1983:411). 
3.7 OTHER FACTORS’ IMPACT ON STAFF TURNOVER 
 
Bernstein, A. (1998).,Griffeth, R. W., Hom, P.S., & Gaertner, S(2000), Maertz, C.P., & 
Campion, M.A. (1998), conclude that there are a number of factors that contribute to 
employee turnover. Some of these factors were explored in more detail below: 
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3.7.1 Economy 
In exit interviews one of the most common reasons given for leaving is the availability of 
higher paying jobs. Some minimum wage workers report leaving one job for another that 
pays only 50 cents an hour more. Obviously, in a better economy the availability of 
alternative jobs plays a role in turnover, but this tends to be overstated in exit interviews. 
 
Research has indicated that money is not the main reason for high turnover and that 
paying more money may be a short-term solution: the immediate need having been 
satisfied, the turnover will resume and continue to grow.  The condemnation of jobs as dull, 
repetitive or routine is justified in many departments where jobs grow more dissatisfying as 
work volume increases and more dull work is heaped on to existing dull work.  The vicious 
spiral of dull jobs leading to high rates of turnover leading to payment of more wages is no 
solution and has produced the anomaly of clerks doing dull and simple jobs receiving 
higher wages than, for example, hospital nurses. 
 
3.7.2   Performance of the organisation 
 
An organisation perceived to be in economic difficulty will also raise the specter of 
impending layoffs. Workers believe that it is rational to seek other employment. 
 
3.7.3  Characteristics of the job 
 
Some jobs are intrinsically more attractive than others. A job's attractiveness will be 
affected by many characteristics, including its repetitiveness, challenge, danger, perceived 
importance, and capacity to elicit a sense of accomplishment. A job's status is also 
important, as are many other factors. Dӧckel, et al., (2006:22) state that job characteristics 
such as variety and autonomy, are well-established determinants of organisational 
commitment. One way that individuals may develop a sense of competency is by working 
in a job with high skill variety (Hackman & Oldham, in Dockel, et al., 2006:22). 
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3.7.4  Unrealistic expectations 
 
Another factor is the unrealistic expectations and general lack of knowledge that many job 
applicants has about the job at the time that they receive an offer. When these unrealistic 
expectations are not realized, the worker becomes disillusioned and decides to quit.  
 
3.7.5  Demographics 
 
Empirical studies have demonstrated that turnover is associated in particular situations with 
demographic and biographical characteristics of workers. But to use lifestyle factors (e.g. 
smoking) or past employment history (e.g. many job changes) as an explicit basis for 
screening applicants, it is important for legality and fairness to job applicants to verify such 
biodata empirically. 
 
3.7.6 The person 
 
In addition to the factors listed above, there are also factors specific to the individual that 
can influence turnover rates. These include both personal and trait-based factors. Personal 
factors include things such as changes in family situation, a desire to learn a new skill or 
trade, or an unsolicited job offer. In addition to these personal factors, there are also trait-
based or personality features that are associated with turnover. These traits are some of 
the same characteristics that predict job performance and counterproductive behaviours 
such as loafing, absenteeism, theft, substance abuse on the job, and sabotage of 
employer's equipment or production. These traits can be measured and used in employee 
screening to identify individuals showing lower probability of turnover. 
 
It is important to note that the factors listed above can be classified as being within or 
beyond the control of the employing organisation. In order to actively participate in reducing 
costs associated with turnover, organisations need to identify those factors over which they 
do have some control and initiate necessary changes to reduce turnover attributable to 
these „controllable‟ factors. 
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3.7.7  Organisational commitment 
 
Many studies have reported a significant association between organisational commitment 
and turnover intentions (Lum et al., 1998).  Tang et al‟s (2000) study confirmed the link 
between commitment and actual turnover and Griffeth et al‟s (2000) analysis showed that 
organisational commitment was a better predictor of turnover than overall job satisfaction.  
Researchers have established that there are different types of organisational commitment.   
   
3.7.8  Job dissatisfaction 
 
Grobler et al., (2002:610) argue that when researching turnover, management is usually 
concerned only with learning more about voluntary turnover – the reasons why good 
employees quit.  Because job dissatisfaction is a significant cause of  turnover, researchers 
often pinpoint specific areas of work that are causing high levels of dissatisfaction.  
 
 
3.7.9  Unionisation   
 
Martin (2003:391) looked at the effect of unions on labour turnover and found clear 
evidence that unionism is associated with lower turnover.  According to Martin (2003:391) 
the relationship between lower turnover and unionisation has been well established by 
researchers using both industry-level and individual data. 
 
One interesting empirical finding is that turnover rates are lower in firms where there are 
trade unions.  Some authors explain this by the voice effects of unions, which means that, 
unions provide a channel through which employees can voice their grievances to which 
firms can respond more effectively (Finnigan 1983:79). If the management neglects it, the 
unions will do it for them (Finnigan, 1983:79).   
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3.8 RETENTION STRATEGIES 
 
Cumming (1989:371) suggests that management must treat employees as individuals, 
keep them informed of matters likely to affect their working lives, and try continuously to 
imbue them with the idea of cooperation for a common purpose. Viewed positively, all this 
amounts to the management of retention (rather than turnover) by reinforcing the „right‟ 
reasons for staying – a combination of job satisfaction and environmental reasons which 
themselves relate to the organisation‟s goals.  In contrast, „wrong‟ reasons for staying are 
those which are beneficial to neither the employee nor the organisation. 
 
Ultimately, rightness and wrongness, whatever their specific meanings to individuals, will 
require the provision of a work environment that is broadly compatible with employees‟ 
personal goals and their values in working and living.  The manager must realize that „the 
average worker does not exist, and develop personnel policies and practices which are 
responsive to the disparate values of employees. Only then will it be possible to develop 
strategies aimed at retaining employees; if an organisation reinforces the right reasons for 
staying and abstains from reinforcing the wrong reasons, its turnover – as distinct from 
turnover rate – might be more satisfactory. 
 
3.8.1 Strategies that could be used to retain key talent  
 
In this section, strategies for retaining employees as revealed in literature have been 
investigated. During this investigation, three categories of strategies emerged: motivation 
strategies, leadership strategies and human resources strategies. These strategies are 
discussed in detail below.  
 
3.8.2   Motivation strategies  
 
Motivated employees are more likely to stay longer in their jobs. Johns (1998:147) states 
that the more satisfied a person is, the longer they stay in their job. Employees with lower 
satisfaction contribute to a higher rate of turnover. Disgruntled employees may even take 
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up jobs with competitors. Newstrom and Davis (1997:261) state that dissatisfaction stems 
from a lack of fulfilment, lack of recognition on the job, conflict with a supervisor or a peer, 
or that a person may have reached a personal plateau in their career.  
 
In order to reduce turnover and enhance retention, various strategies can be used to 
motivate as well as mitigate against dissatisfaction of employees. Holbeche (1998:11) 
believes that instead of concentrating on finding ways to motivate employees, 
organisations should also strive to eliminate those factors that de-motivate employees. The 
author further adds that well motivated individuals are an essential element for excellent 
performance, even more so when they are competent.  
 
3.8.3   Communication 
 
Unclear and poorly structured communication systems make it virtually impossible for 
members of an organisation to know what to achieve (Adam, Arquette, Deutscher, Felski, 
Jones, McCarthy, Perry & Zaia, 1998:293). Well designed communication strategies help 
organisations to stay on top of their business objectives. Such strategies also make 
employees, at all levels, better able to accomplish their duties in the most efficient and 
effective possible way. Well defined communication strategies help keep employees 
involved and productive. 
 
To retain talent, this strategy can be used to recruit and select people who match the jobs, 
train and manage them by implementing sound human resource policies. A sound human 
resource strategy should be able to prepare an organisation for future challenges. 
3.9 WHAT ACTION CAN BE TAKEN TO CONTROL LABOUR TURNOVER? 
 
Barling (1983:413) states that the causes of high turnover have unique features in every 
organisation, and therefore, remedies are likely to be unique in each organisation.  The first 
prerequisite in controlling turnover is to measure it by appropriate measures as given in 
chapter two of the study.  Once the extent of turnover is established and it is known which 
section, department or group of workers contribute most to its incidence, it is then possible 
to investigate underlying causes and examine all the factors which may have a bearing on 
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the problem.  According to Barling (1983:413), although, as Cook (1951) points out, no one 
has yet been able to establish any remedy or remedies that can be guaranteed to give the 
desired results, the individual firm is able to exert some influence over the extent of 
turnover by means of its personnel policies.  This suggests that the university should 
ensure that her personnel policies such as Employee Retention Policy are enforced or 
implemented to influence the management to control the high turnover.  These actions are 
as follows: 
3.9.1  Selection and recruitment 
Selection procedures may have an important effect on the leaving behaviour of the work 
force.  The object is to retain employees and to do this it is important, right from the 
beginning, to choose those who are likely to stay.  Control of turnover can be integrated 
with the selection process by identifying and eliminating unstable and unsuitable applicants 
at the time of hiring. 
Attention should also be paid to recruitment.  The selection process can be improved by 
utilising some sources of referral rather than others – particularly the hiring of individuals 
recommended by stable employees.  If planned, selective recruitment is undertaken, an 
unstable labour force can gradually be replaced and turnover reduced.  
3.9.2  Placement  
According to Barling (1983:414) a person in an unsuitable job is either unable to make the 
grade or works under physical and/or psychological strain which will likely give rise to 
frequent absence and breaches of discipline leading eventually to complete withdrawal.  In 
many cases, the employee who has left after a short period of employment or who has 
been dismissed for unsuitability could have been a satisfactory and efficient worker in a 
different kind of job. 
3.9.3  Induction 
Barling (1983:414) suggests that as most separations occur in the early period of service; 
attempts at controlling turnover should be directed predominantly at the new worker by 
reducing the severity of the stress involved in a new job.  This is what has already been 
referred to as the induction crisis period and strains can be offset by continuity of handling 
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the new employee, the provision of relevant information, the fostering of group acceptance 
and other means as outlined by Van der Merwe  (in Barling (1983: 414). 
3.8.4  Training  
There can be no doubt that a significant cause of new employees leaving is due to inability 
to perform the job and this is often the cause of inadequate training. Training programmes 
have to be devised specifically for different groups of employees and attention to 
systemizing this would reduce short-service losses. 
3.10  THE IMPORTANCE OF TOP TALENT 
 
Obtaining and retaining talent are some of the most important tasks for organisational 
leaders.  Management must take great care how they nurture talent in their organisations 
says Dr Steven Berglas, an executive coach and management consultant.  Deeprose 
(2007:11) states that in fact, most companies rate retaining and recruiting as their number 
one personnel issue.  The question is: what do you give talented workers to make them 
want to join your organisation and stay there as long as you have work for them to do. If 
institutions like WSU would try to answer that question, no talented employee would leave 
them.  According to Deeprose (2007:11), all organisations acknowledge the need to 
establish an equitable balance between each employee‟s contribution to the organisation 
and that of the organisation to the employee.  Meeting that need is basic to recruiting and 
retaining talent.  
 
3.10.1 Defining Talent 
 
One way to define talent is to differentiate exceptional employees from regular employees 
as one would differentiate entrepreneurs from business builders. Talent is seen as game-
changer in an organisation.  The people are considered by company leaders to be more 
valuable than generic job holders and are perceived as being on the cutting edge of their 
fields.  Talent brings about novel and innovative changes and are viewed as entrepreneurs 
in their organisations.  Jack Welch, former CEO at General Electric, coined these people as  
players, saying they were the people who, “have the ability to energize not only themselves 
but everyone who comes into contact with them.  They make business productive and fun 
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at the same time.” Likewise, the Pareto Principle applies the 80/20 rule to talent, describing 
them as part of the 20 % of an organisation that produces 80 % of the results.   
 
Quality guru Joseph Juran distinguished them as decision-makers rather than job-holders.  
In other words, they are the precious few in an organisation that stand out from the 
masses.  Metaphorically, talent are the golden-egg-laying geese in an organisation.  
Leaders who understand the importance and value of talent are committed to obtaining and 
retaining them.   
 
Talent will naturally grow bored and irritated and will begin to manifest symptoms of 
burnout when they are not stimulated.  These are the types of people who are always 
searching for ways to make improvements that are organisational rather than personal.  
Talent should not be confused with people who are proficient.  Proficient workers reach a 
goal and are satisfied.  Talent reach a goal, grow bored, and then look at ways to make 
further improvements.  They will not work in isolation and they stimulate and energize 
groups, divisions, and teams to go the extra mile and make game-changing improvements. 
3.11  RELATIONSHIP BETWEEN ORGANISATIONAL CULTURE AND EMPLOYEE 
RETENTION 
 
Previous studies of employee turnover have suggested the importance of taking a micro 
perspective in studying human resource retention (Sheridan, 1992:1036).  Baysinger and 
Mobley (in Sheridan 1992) criticized the traditional research focus on relationship between 
individual variables and job terminations.  They argue that Human Resources Managers 
cannot attempt to manage employee turnover by influencing the termination decision of 
each employee. 
 
From the above discussion, it is important for the managers of any organisation to 
understand the determinants of staff turnover.  Only satisfied employees will be retained in 
the organisation. 
 
Others (Abelson & Baysinger, 1984; Boudrean & Berger, 1985) suggested that an effective 
human resource management strategy should balance the cost of replacing the employees 
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who leave against the cost of retaining those who stay.  As it is generally more expensive 
to replace highly productive employees than to replace weak performers, a cost-effective 
human resource management strategy will attempt to minimize turnovers among strong 
performers (Cascio, 1982). Furthermore, since all employees will eventually leave an 
organisation, the strategy should induce new employees who perform well to stay longer 
while encouraging weaker performers to leave at earlier seniority (Peters & Sheridan, in 
Sheridan 1992:1037). 
 
According to Sheridan, (1992:1037) unfortunately, there is little research evidence on how 
organisations can best accomplish these goals.  McEvoy and Cascio‟s (in Sheridan 1992) 
meta-analysis of 20 turnover studies indicated that some human resource management 
practices, such as job enrichment programs, have consistent but only moderate effects on  
turnover rates across organisations. 
 
Terborg and Lee (in Sheridan 1992:1037) found that the variation in annual turnover rates 
across organisations was related to local labour market conditions and the demographic 
characteristics of employees but that organisation a climate variables had very weak 
relationships with turnover rates. 
 
McEvoy and Cascio‟s (in Sheridan 1992:1037) conclude that meta-analysis of another 24 
turnover studies indicated that an organisation‟s stronger performers tend to have lower 
turnover rates than weaker performers during a particular calendar period.  They found that 
the strength of the universal relationship between job performance and turnover varied 
significantly with the length of the calendar period investigated and labour market 
unemployment rates, but reported no moderating effects for organisational variables.  
Peters and Sheridan and Barkman, Sheridan and Peters (in Sheridan (1992:1037) also 
indicated that new employees ‟ job performance was significantly related to their retention 
rates. 
 
Sheridan (1992:1037) argues that the difference in the retention rates of strong and weak 
performers varied widely across organisations, but no human resource management 
moderating variables were identified.  Kerr and Slocum (1987) and Kopelman and 
colleagues (1990) argued that the variation in employee retention across organisations 
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may be related to organisational culture values.  Those authors suggested that an 
organisation‟s cultural values influence its human resource strategies, inc luding selection 
and placement policies, promotion and development procedures and reward systems.  
Different strategies result in psychological climates that foster varying levels of commitment 
and retention among employees working in different organisations. 
 
3.12  CONCLUSION  
 
The aim of this chapter was to identify factors influencing staff turnover and strategies that 
could be used to attract, manage and retain key talent and specifically, to assess the 
adequacy of strategies identified by WSU.  Factors impacting staff turnover were discussed 
in detail categorising them into individual, job or organisation and environment or external 
factors. 
 
From the above discussion, understanding of employee retention was described fully.  The 
value of retaining the best employees and the importance of employee retention was 
discussed at length. 
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CHAPTER 4 
RESEARCH METHODOLOGY 
4.1  INTRODUCTION 
In the previous chapter strategies for managing staff turnover were categorically explained 
to reveal the value and importance of retaining staff.  Factors impacting on staff turnover 
were also discussed in detail in order to gain an insight about what could be determinants 
of staff turnover and what control measures could be employed to assist in reducing it.  
This chapter provides the step by step actions to be undertaken by the researcher in 
conducting the research.  The focus was on explaining the paradigm or approach upon 
which the researcher based his study. The chapter also presents the specific research 
design or the blueprint of the research, sampling techniques, and the data collection 
method used in the study. 
 
4.2  OBJECTIVES OF THE STUDY 
The study has the following objectives: 
 To assess the role of Management in ensuring that a staff retention policy is properly 
implemented at WSU. 
 
 To assess the prevailing state of staff turnover at WSU. 
 
 To explore the causes and effects of staff turnover amongst the university employees. 
 
 To investigate proactive measures by which the current staff turnover at WSU could be 
reduced. 
 
For the purpose of this study, the researcher focused on assessing the factors influencing 
the high staff turnover at WSU and explored strategies which could be utilised to address 
the problem.  
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4.3 PROBLEM STATEMENT 
 
The WSU (WSU) employees including executive management, academics and researchers 
and support staff were resigning and leaving the institution in an abnormal way.  However, 
the turnover at WSU is higher than normal despite the university‟s ability to attract 
competent and highly qualified staff and its ability to offer market related remunerations and 
benefits.   This situation is currently affecting the university‟s effectiveness in achieving its 
goals which are core business i.e. learning and teaching, research output and service 
delivery. 
 
In view of the concerns raised above, the researcher decided to conduct a study in order to 
determine how the WSU can implement its staff retention policy in such a way that it can 
significantly reduce the current staff turnover.  
 
4.4  RESEARCH PARADIGM 
Rubin and Babbie (2005:4) described Methodology as “the science of finding out”.  It 
involves the guiding philosophies, methods and techniques, which form the research 
design and are deemed to be most appropriate for addressing the questions raised by the 
research. In other words the questions raised by the research lend themselves to 
methodological bias, (Ozumba, 2010:49).  Two basic research methods are quantitative 
and qualitative methods.  Quantitative methods are designed to collect data in numerical 
form suitable for statistical analysis, while qualitative methods deal with data collection in 
ways other than numerical form such as textual information, which equally gives rise to 
mostly textual records (Ozumba, 2010:49). 
 
 
Collis and Hussey, (2003) and Strauss and Corbin, (1990) share the same view in 
explaining a qualitative paradigm which is concerned with qualities and non-numerical 
characteristics while a quantitative paradigm is all about data collected in a numerical form. 
A phenomenological paradigm tends to produce a qualitative data and a positivistic 
paradigm tends to produce quantitative data.  Qualitative research is any kind of research 
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that produces findings not arrived at by means of statistical procedures or other means of 
quantification. 
. 
This research was inclined to a phenomenological or interpretive approach because it 
emphasises that all human beings are engaged in the process of making sense of their 
(life) worlds as suggested by Babbie and Mouton (2006: 28).  Babbie & Mouton (2006:28) 
view people as continuously interpreting, creating, and giving meaning to defining, justifying 
and rationalising their actions.  Hence, the researcher based his study on this 
phenomenological or interpretive philosophy to assess factors influencing the staff turnover 
at WSU.  Phenomenologists believe that social reality is dependent on the mind. 
 
The aim of the study was to investigate factors influencing staff turnover at WSU.  As such, 
a phenomenological research paradigm or qualitative approach was used as participants 
were restricted to face-to-face interviews and telephone interviews in terms of response 
options and the interpretation of responses required in the data analysis. The researcher 
also wanted to establish from the participants through interaction which strategies could be 
used to assist the university in controlling the turnover problem at WSU.  The research 
problem explained in the study required a qualitative approach in the research design 
methods.  
 
According to Mwanza (2009:73), Methodology is concerned with the following questions:  
 
 Why certain data was collected? 
 What data was collected? 
 From where it was collected?  
 When it was collected? 
 How it was collected? 
 How it will be analysed? 
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4.4.1  Research design 
A research design is a plan or blueprint of how you intend conducting the research, (Babbie 
& Mouton 2010:74).  According to Weiman, Kruger and Mitchell (2005: 188), Qualitative 
Research can, theoretically speaking, be described as an approach rather than a particular 
design or set of techniques. (Van Maanen (in Weimann et al., 2005:188) defines qualitative 
research  as an „umbrella‟ phrase covering an array of interpretive techniques which seek 
to describe, decode, translate, and otherwise come to terms with the meaning of naturally 
occurring phenomena in the social world”. 
For the purpose of this study, the researcher used qualitative research where qualitative 
data was gathered by documenting real events, recording what actual people said their 
words, gestures and tones.    
4.4.2 Data sources 
According to Walliman (2006:51) it is important to be able to distinguish between different 
kinds of data because their nature has important implications for their reliability and for the 
sort of analysis to which they can be subjected.  Data that have been observed, 
experienced or recorded close to the event are the nearest one can get to the truth and are 
known as primary data, while written sources that interpret or record primary data are 
called secondary data.   
Walliman (2006:51) suggests that there are many ways of collecting and recording primary 
data.  Some are more reliable than others.  It can be argued that as soon as data are 
recorded, they become secondary data due to the fact that someone or something had to 
observe and interpret the situation or event and set it down in the form of a record, 
therefore the data have become second hand. 
However, the researcher used both primary sources and secondary sources. The primary 
sources used were together first hand information through face-to-face interviews, whereas 
secondary sources used were to gather information relevant to the study such as HR 
records on exit interview forms, Employee Retention Policy,  books, journals and other 
research work.  For the purpose of this study, both primary and secondary data were used. 
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4.4.3 Sampling techniques 
There are two types of sampling methods – the probability sampling and the non-probability 
sampling.   Terre Blanche, Durrheim and Painter (2006:49) define sampling as the 
selection of research participants from an entire population, and involve decisions about 
which people, settings, events, behaviours, and/or social processes to observe. This 
implies that the researcher selected certain individuals to represent the entire population of 
the university community where the researcher drew a conclusion.  
Sampling can be done according to two procedures, namely probability and non-probability 
sampling.  Welman, Kruger and Mitchell (2005:56) outline the following examples of 
probability samples namely: simple random samples, stratified random samples and 
systematic samples cluster samples. Non-probability sampling includes accidental or 
incidental samples, quota samples, purposive samples, snowball samples, self -selection 
samples and convenience samples.  However, the researcher used the non–probability 
method where a purposive sampling and a snowball sampling were selected for the study. 
4.4.3.1. Purposive sampling 
The researcher used a purposive or judgemental sampling to select the targeted population 
for this particular study.   Purposive sampling is an acceptable kind of sampling for special 
situations.  It was purposely selected as it required well informed members from the entire 
population hence some individuals from management, academics, research champions 
and non-academics were intentionally selected.  This is the most important type of non-
probability sampling.  Researchers rely on their experience, ingenuity and/or previous 
research findings to deliberately obtain units of analysis in such a manner that the sample 
they obtain may be regarded as being representative of the relevant population (Welman et  
al., 2005:69). 
 
According to (Babbie & Mouton 2010:166) sometimes it is appropriate for one to select a 
sample on the basis of one‟s own knowledge of the population, its elements, and the nature 
of your research aims; in short, based on one‟s judgement and the purpose of the study.  
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4.4.3.2.  Snowball sampling  
Babbie (2012:193) defines Snowball as a process of accumulation as each located subject 
suggests other subjects.  According to Babbie (2010:193), in Snowball Sampling, the 
researcher collects data from the few members of the target population he or she can 
locate, and asks those individuals to provide the information needed to locate other 
members of that population whom they happen to know.    
The researcher also used a snowball sampling when conducting interviews with 
respondents, this decision to use a snowball was necessitated by the inclination of the 
researcher to interview those who had already resigned to join other institutions to gather 
more information about their reasons for leaving.  The researcher was constantly referred 
to those individuals who had exited without having been interviewed in order to establish 
their reasons for turnover. 
The researcher used a semi-structured interview since it allows for probing of views and 
opinions where it is desirable for respondents to expand on their answers as suggested by 
Gray (2009:373).  This has assisted the researcher in getting more suggested names of the 
resigned individuals especially the research champions. This was done until enough 
information about staff turnover at WSU was obtained. 
Rossouw (2003:113) states that the use of this kind of sample has increased in popularity 
among researchers, especially where it is difficult to gain access to the population.  
Snowball sampling consists of different stages.  During the first stage, few people help to 
identify more people who also have the desired characteristics and who are then 
questioned during the next stage.  This process continues until the researcher feels that the 
sample is big enough and that a sufficient conception of the group being studied has been 
gained.  Rossouw (2003:113 citing Bailey) indicates that snowball samples are especially 
useful in the study of populations that are not immediately identifiable, where the usual 
sample designs are thus not practically possible.  In this study, the researcher interviewed 
staff members who further suggested others who had already resigned and HR department 
was also contacted to assist about their whereabouts. 
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4.4.4. Target population 
Nkantini (2005:38) defines a target population as the actual population that can be studied.  
The researcher based the study to WSU where the participants selected from the entire 
population of 40 and  on the basis of purposive or judgemental sampling amongst  10 
executive management, 15 senior management such as, Directors and Directors of 
Schools; Academics such as HODs, Researchers, 5 senior lecturers, 5 lecturers and 10 
non-academics such as administrative staff. The researcher may be directed by the line 
managers to other staff members who have already left the institution for whatever 
reasons. 
4.4.5.  Data analysis and interpretation  
Data collected from the participants was analysed by using computer software to 
manipulate the data to create charts, tables, graphs and statistical measures.  The analysis 
and interpretation was mentioned in detail in the separate chapter five. 
These charts, tables and graphs were interpreted to elicit a better understanding of staff 
turnover.  The researcher in this study recorded what people said, after the research was 
conducted.  In addition, the data consists of transcripts and notes taken during and after 
the face-to-face interviews conducted with the participants.  The researcher repeatedly 
perused the transcripts and the notes taken to familiarise himself with them before 
interpreting the data.  The researcher also interpreted the data collected by giving meaning 
and translating data in order to make them understandable and to establish how the 
participants view the situation, what implications staff turnover may have and which factors 
affect staff turnover most at WSU. 
4.5 PILOT STUDY 
Joseph, Barry, Money and Samouel (2008:201) view the pilot study as a pre-testing using a 
small sample of respondents with characteristics similar to the target population.   The 
purpose of the pilot study was to refine the questionnaire so that respondents would have 
no problem in answering the questions and in recording the data as it is suggested by 
Saunders et al., (in Mdindela 2009:94).  The researcher in this study used a pilot study to 
refine interview questions in preparation for interviewing the selected population.  The 
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researcher, after having invited the participants and obtaining their consent to participate in 
the study, had interviewed the executive management as the point of departure.  The pilot 
study was conducted to discover whether: 
 Interviews were properly constructed. 
 The participants found any difficulty in answering interview questions. 
 The semi-structured questions do not seek similar answers. 
The participants in the pilot study were informed that this was a pilot study and asked to 
make comments about how the questions were structured for the purpose of refining them.  
The participants were so helpful in that exercise since the researcher deliberately selected 
those who were conversant and experienced in research in order to facilitate the pilot 
study.   
4.6 ETHICAL CONSIDERATIONS 
 The researcher gave an assurance to the participants that all professional ethics would be 
adhered to.  Anonymity of all participants was respected at all times.  Participation was 
voluntary with the option of withdrawing at any stage of the process and of course there 
were no negative consequences linked to non-participation.  Freedom to decline 
participation in the study was taken into account.  
 
4.6.1 Permission 
 
The researcher wrote a letter requesting permission to conduct a study at WSU through the 
relevant department of Research Development.  The university, after having considered the 
letter granted the researcher permission to conduct a study with a request that a copy of 
the research project should be made available in University archives.  The invitation letter 
explained the purpose of the study as well as seeking to persuade the participants to 
participate in the study assuring that thirty (30) minutes would be sufficient for conducting 
the interviews. 
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4.6.2 Anonymity 
 
The participants were implored not to reveal names during the interviews.  During interview 
sessions anonymity was strictly guaranteed to the participants as promised in the invitation 
letter requesting permission to participate in the study.   
 
4.6.3 Confidentiality  
The researcher throughout the study promised to keep information given as confidential as 
possible. 
4.6.4 Informed consent 
The researcher also circulated the informed consent form to be completed and signed by 
each participant.  Some of the participants were willing to participate in the study but 
ignoring to sign the form and the researcher persuaded them to sign it though it was time 
consuming.  The informed consent form were completed and collected by the researcher to 
serve as evidence that the participants had indeed participated in the study.  
4.7 DATA COLLECTION METHODS 
The researcher in this study collected data through conducting interviews using semi- 
structured questions.  A digital recorder and note-taking were also used and served as a 
backup when collecting data from the participants.  
4.7.1 Conducting of Interviews 
4.7.1.1   Face-to-face Interviews 
Rossouw (2003:143) defines a research interview as a conversation between the 
researcher and a participant or participants with the specific objective of gathering 
information about a topic that is being researched.  The researcher conducted interviews 
following different phases namely, preparation phase, the interview phase and the post-
interview phase. 
In the preparation phase, the researcher identified people who had the necessary 
information and had to answer the research questions, amongst the executive and senior 
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Management, academics and non-Academics.  The researcher explained to the 
participants what the study was all about and ensured the ethical measures.  Letters 
inviting the participants were circulated through e-mail and followed by making 
appointments with the individuals to participate in the study.  During interviews, the 
researcher started interviewing the executive managers and senior managers, followed by 
academics and researchers and ended with non-Academics.  The reason for the 
conversations being recorded using a tape recorder was explained to all of them.  The 
participants were supplied with interview questions before the interviews to avoid 
unnecessary repetition of questions.  The researcher conducted the interviews in order to 
collect sufficient information about the study.  
Telephone interviews were also conducted with other participants who were based on other 
campuses and also with other participants who were not always available for face-to-face 
conversation.  The type of interviews conducted by the researcher was a semi-structured 
interview where open-ended question were asked.   After having conducted the interviews, 
the researcher immediately thanked the participants for having agreed to participate in the 
study and sorted and analysed all responses collected and promised them that a „thank 
you letter‟ would be sent to all of them after the completion of the study.   
4.8.  RECORDING OF THE RESPONSES 
The researcher recorded all the responses while interviewing the participants and also 
making use of note-taking and a digital recorder in order to ensure accuracy of information. 
The researcher listened to the participants/interviewees carefully and attentively over the 
telephone when conducting telephone interviews trying to record all that was articulated in 
response to the interview questions asked.  Some of the participants considered the 
research topic as very interesting and topical as it reflected the reality of the phenomenon 
at WSU. Most of the participants were very cooperative in the recording of responses as 
they believed that the study would also be used by HR department not only as an 
academic exercise but also as a guide to improve the situation.  On the other hand, other 
participants showed a lack of interest in the study arguing that they were too busy to 
participate. The digital recorder was very useful as a backup where certain responses were 
not clearly captured in the note-taking.  Open-ended questions were used to guide the 
interviewer and also in trying to make sure that the participants gave as much information 
as possible. 
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All participants were also sent a “thank you” letter for making substantial contribution in the 
study to assist in finding a solution to the research problem at hand.  
 
 4.9 CONCLUSION 
 
In this chapter, an overview of the research methodology used in the study was presented. 
It was stated explicitly that qualitative research methods were used by the researcher since 
the study was inclined to phenomenological or interpretive tradition.  Non-probability 
sampling where purposive sampling and snowball sampling deliberately selected, was also 
used and explained to show how it fitted into this particular study.  The study was piloted in 
the management of the university for the purpose of refining interview questions. 
The interviews were properly conducted amongst management, academics, researchers 
and admin staff though certain individuals declined to participate due to their tight schedule 
and showed no interest in the study. The response rate was also discussed and illustrated 
by means of a table and chart. 
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CHAPTER 5 
 
DATA ANALYSIS AND INTERPRETATION 
 
5.1 INTRODUCTION 
This chapter provides the analysis and interpretation of the data that was collected as well 
as empirical evidence to answer the research questions as posed in chapter one. In this 
chapter, the researcher interprets and analyses the data using the thematic analysis which 
is also known as the systematic and interpretative analysis of data. The analysis is 
obtained on the primary information collected from the respondents through face-to-face 
interviews as well as telephone interviews conducted amongst WSU staff. 
 
5.2  RESPONSE RATE OF THE PARTICIPATED POPULATION 
 
Following the pilot study, 42 participants were invited by the researcher to participate in the 
study through face-to-face interviews.  At least 35 participants were interviewed 
successfully to represent a response rate of 71% including 7% of pilot study and those who 
declined to participate in the study represented 22%.  This is a relatively high rate and the 
results could therefore be perceived as meaningful.  
 
The response rate is presented in Table 1 
Table 1: The response rate of participated population 
Overall response rate 
Responses  Response 
Frequency  
Percentage  
Participants Interviewed 32 71% 
Pilot study 3 7% 
Outstanding  10 22% 
TOTAL  100 100% 
 
 
 
80 
 
 
 
5.3.  ANALYSIS OF THE STUDY 
The participants responded to the semi-structured interview questions which are outlined 
categorically as interview question for management, interview questions for academics and 
researchers and interview questions for non-academics: 
5.3.1 The prevailing state of staff turnover 
Table 3: The prevailing state of staff turnover from management perspective 
Management perspective 
Management Frequency Percentage 
High 7 60% 
Low 3 30% 
Indecisive 2 10% 
 
interviewed 
71% 
outstanding 
22% 
Pilot study 
7% 
 
0% 
Total Response Rate 
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From the management perspective, the majority of the participants asserted that the 
occurrence of staff turnover is regarded as high at WSU in their respective divisions.  They 
were convinced that it is increasing during this new dispensation when the university is 
under administration.  On the other hand, other participants had dissenting opinions to the 
above statement indicating that staff turnover is below the average at WSU.  However, the 
percentage representing those who believe that it is low, is 10% whereas the majority of 
the participants who believed that turnover is high is 60%.  Very few participants were 
indecisive whether it is high or low as a result, they were unable to respond to this 
particular interview question.  These results imply that there is a lot to be done by HRD to 
ensure that a staff retention policy is being rolled out and properly implemented in all units 
of the university.   It is apparent that articulated policy does not assist the institution in 
terms of controlling the prevailing state of staff turnover. 
 Academics/Researchers  
The purpose of this question was to find out about the prevailing state of staff turnover at 
WSU from the academic point of view and the participants were expected to indicate the 
level of staff turnover and its determinants. 
All participants unanimously agreed that the staff turnover is very high and is caused by 
among others, the uncertainty about the future citing the quitting of research champions, 
employed by the university to assist faculties to improve their research capacity, and that 
0
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they had already left due to lack of support in terms of necessary resources.  This implies 
that there are indeed many driving forces of staff turnover exist at WSU.  It is manifested by 
the decision of the research champions to quit despite the provision of counter offers by the 
university.  They stated that turnover is quite high amongst highly qualified staff such as 
Professors and Doctors since they are in demand in the tertiary sector.   
 Non-Academics  
All administrative participants indicated that they are aware of staff turnover in their 
respective units and that staff members leave without specifying their reasons, though it 
was not perceived to be high.  The researcher concluded that turnover on the 
administration side is not as high as on the academic side and it is easy to replace them 
since they do not possess scarce skills.  The participants also expressed their frustrations 
caused by the lack of skills development, unharmonised conditions of services, and 
resorted to looking for better offers in other organisations. 
5.3.2. Reasons for Staff Turnover 
The purpose of this interview question was to assess whether the reasons for staff turnover 
at WSU are similar to those discussed in the literature review and to investigate the main 
common reasons articulated by the participants during interview sessions. 
 Management Perspectives, 
The majority of the participants from the management side have provided common 
answers in trying to respond to the reasons for staff turnover.  Their reasons are 
complementary to those mentioned in the literature review.  The participants representing 
management unanimously agreed that the reasons for staff turnover were driven by the 
following: 
 Unfavourable conditions of service 
 Lack of promotion opportunities  
 Uncertainty about the future 
 Job insecurity 
 Institutional turnaround intervention 
 Organisational restructuring 
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 Pressure from Unions 
 Lack of accommodation 
These responses mentioned above are a clear indication of policy gaps which need to be 
closed by addressing the reasons for staff turnover at WSU.  It should be the responsibility 
of HR and line mangers of divisions to ensure that these gaps are investigated.  Some of 
the factors mentioned represent organisational factors while others represent job factors. 
 Academics/Researchers 
The academic participants felt that this question is driven by the academics or researchers 
who seek greener pastures and better working conditions in other organisations.  They 
believe that heavy workloads and limited staff development opportunities were the sole 
determinants of the staff turnover.  This means that both categories have similar reasons 
for staff turnover at WSU and these are very often found in other research studies.  These 
factors constitute job factors and organisational factors as discussed in the literature review 
in chapter two and three respectively. 
 Non-Academics 
The participants in this category agreed that employees seek better and senior positions 
elsewhere after having developed themselves, while others felt that they are insecure due 
to financial crisis within the university.  One of the participants indicated that salary 
packages in some cases are not commensurate with the amount of work in certain 
positions.  Another articulated reason by the participants from the administration side which 
is regarded as a contributing factor to staff turnover, is lack of job training resulting in low 
staff morale.  Once the university employees feel demoralised by the reasons stated 
above, job dissatisfaction resulting in staff turnover increases rather than diminishing.   
5.3.3. Factors Influencing Staff Turnover 
The purpose of this question was to assess whether factors influencing staff turnover were 
similar to those found in the literature review.   
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 Management Perspective 
The researcher put more emphasis on this particular question since it constitutes the 
research topic and most participants were able to provide answers to this question 
indicating that staff turnover is influenced by the following factors: 
 Environmental factors 
 Unharmonised conditions of services  
 Workloads 
 Lack of vibrant academic atmosphere 
 Lack of resources  
 Negative attitudes of students 
 Poor research facilities and infrastructure 
 Lack of promotions  
 Job insecurity 
 Lack of stability 
It seems that the above mentioned factors are similar to the reasons already stated in this 
chapter.  All these factors are controllable factors except environmental factors, however, 
the university needs to identify these factors which are complementary to those in the 
literature review and endeavour to control staff turnover by addressing them.   
 Academics/Researchers 
The participants responded to this question by outlining different factors and they are 
common to those mentioned by the management participants .  The following factors were 
articulated as the main factors which contribute substantially to the staff turnover: 
 Limited opportunities for development 
 Poor working conditions 
 Remunerations  
 Lack of incentives to the academics 
 Lack of a sense of welcome 
 Lack of promotional opportunities 
 Union interference in the decision making 
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 Short term contract of employment 
 Ill-discipline and a ttitude of students 
 Lack of accommodation for staff 
 
The above mentioned factors are not covered in one policy but in many policies.  This 
suggests that many HR policies need serious reviews and the attention of the 
management.   
 Non-Academics 
The administrative participants felt that the following factors are the contributing factors to 
staff turnover at WSU.  Some factors are similar to the ones mentioned in other categories 
though others are relatively new  in the study. 
 Lack of promotional opportunities 
 Non-compliance to policies 
 Non-punitive measures 
 Lack of job training 
 Departmental conflicts 
 Uncertainty of job security 
 Negative effect of change management  
 Different conditions of service citing different working hours, salary packages in some 
positions and different pension schemes 
 Financial instability 
 Merger was mentioned as one of the factors  
Some participants indicated that there were no clear directives in terms of strategic 
planning and a financial crisis which have the potential for retrechment. One of the 
participants asserted that poor working conditions and low morale were caused by job 
dissatisfaction and poor pay.  These articulated factors can be aligned with environmental 
and job factors.  It is clear that many policies including an employee retention policy are not 
effectively managed and implemented and that leaves staff with more frustrations leading 
to a decision to quit the university to look for better jobs elsewhere. 
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5.3.4  Existence of a Staff Retention Policy at WSU 
Table 3: The existence of a staff retention policy from management perspective 
RESPONSE RATE OF MANAGEMENT 
Responses  Response frequency Percentage 
Not sure 5 42% 
Yes and workshopped 2 17% 
Yes but never workshopped 5 41% 
 
 
 
The participants representing management are not certain that the policy on retention at 
WSU exists although there are those who had equally agreed that the policy does exist but 
it was not workshopped to staff members.  Very few of the participants felt that this policy 
does exist and that it was workshopped. 
 
 
Yes and  
Workshopped 
17% 
Yes and not 
Workshopped 
41% 
Not sure 
42% 
MANAGEMENT RESPONSE RATE 
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 Academics/Researchers 
Table 4. Existence of staff retention policy from academic perspective 
RESPONSE RATE OF ACADEMICS / RESEARCHERS 
Responses  Response frequency Percentage 
Not sure 6 64% 
Yes and workshopped 1 11% 
Yes but never workshopped 3 25% 
 
 
 
Out of ten,  six participants responded to the question which relates to the existence of the 
staff retention policy at WSU indicating that they are not aware of the existence of the 
policy.  Three participants responded that they are aware of the existence of the policy and 
that it was never workshopped to staff members.  One participant shared a different view, 
that the policy exists and that it was indeed  workshopped to staff members. 
 
 
 
64% 
25% 
11% 
Academic response rate 
Not sure Yes and workshopped Yes and not workshopped
 
 
88 
 
 
 
 Non-Academics 
Table 5. Existence of staff retention policy from a non-academic perspective 
RESPONSE RATE OF NON ACADEMICS 
Responses  Response frequency Percentage 
Not sure 7 70% 
Yes and workshopped 1 10% 
Yes but never workshopped 2 20% 
 
 
 
 
The purpose of this question was to assess whether the participants are aware of the 
existence of a staff retetion policy at WSU.  About seven participants from the 
administrative category deny the existence of a staff retention policy.  Two participants 
agreed that they are aware of the existence of the policy but it was never workshopped and 
rolled out to the staff.  One participant responded that the policy does exist and it was 
workshopped to the university staff.   
 
70% 
10% 
20% 
RESPONSE RATE OF NON- ACADEMICS 
Not sure Yes and Workshopped Yes and not Workshopped
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The above diagrams clearly  illustrate how the participants from different categories 
responded to the question relating the existence of the staff retention policy.  These results 
suggest that the HR department still has a major role to play to ensure the advocacy of this 
particular policy.  
5.3.5  Workload resulting in staff turnover 
Most administration participants unanimously agreed that workloads result to staff turnover 
highlighting the following reasons: 
 The remaining staff eventually resigned when they were overloaded with the work of 
those who already left but had not been replaced. 
 Workloads are resulting in stress and abseentism of staff. 
 When the university has no strategy to recruit competent staff to fill those gaps. 
 Inconsistent harmonisation and when vacant posts are not filled. 
The involvement of the line managers from their respective divisions is necessary in this 
case so that they take controllable measures to alleviate the workload. 
 Academics/Researchers 
In this category, the majority of the participants agreed that workload is one of the 
determinants of staff turnover which leaves remaining staff overloaded when some staff 
members had resigned.  It is worse when vacant positions are not immediately filled.  The 
participants cited postgraduate supervisors who are overloaded with postgraduate work 
over and above their lecturing work. 
5.3.5 Proactive measures to curtail staff turnover 
 Non-Academics 
Table 5. Proactive measures to curtail staff turnover from a non-academic perspective 
Responses on proactive 
measures 
Response Frequency Response percentage 
Agree  2 37% 
Disagree 8 63% 
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Eight participants, out of ten from the administrative perspective, felt that they do not know 
of any proactive measures to control staff turnover except two participants who had the 
dissenting view that there are proactive measures indicating that lately, there was an 
invitation to staff training.  Another participant felt that the university makes a concerted 
effort at treating staff well by harmonising conditions of service to be seen as a single 
institution. It is evident that the university does not have proper proactive measures 
employed to control staff turnover. 
 Academics/Researchers 
In this category of academics, the participants responded very explicitly to the question of 
proactive measures currently used by the university.  All participants unanimously agreed 
that there are no proactive measures at WSU.  It is clear that the university had not made 
any effort to employ those strategies.  If it was not the case at least one participant would 
have mentioned one or two measures. 
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 Management Perspective 
Table 5. Proactive measures to curtail staff turnover from a management perspective 
Response  Response frequency  
No 7 
Yes 1 
Not sure 4 
 
 
The majority of seven participants out of twelve indicated that there are no proactive 
measures to control staff turnover at WSU.  One participant indicated that there are very 
few proactive measures.  Four  participants agreed that there are proactive measures  and 
they view a counter offer as a proactive measure.  To qualify the above statement on the 
non-existence of proactive measures, other participants indicated that the policy on staff 
retention does exist albeit the absence of its implementation. 
 
5.3.6 Suggested proactive measures to curtail staff turnover 
 Management perspective 
The purpose of this question relating to suggested proactive measures was to establish 
whether the participants would come up with significant new ideas and strategies that 
would assist in bringing about change.  All participants voiced their new ideas which they 
0
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believe  will improve the situation at WSU. Some participants clearly indicated that there is 
a need to have vigorious change management strategy, one that will conscientize WSU 
community and its stakeholders about the paralysis of any organisation in which the 
management have authority to manage.  They felt that the turnover would be reduced if the 
core business of teaching and learning would be given priority; if recognition of staff come 
into play and Professors would be put on the prioriy list for houses, transport allowances or 
car allocations to motivate them.  The above statement suggests that there should be 
proper induction by HRD when employing staff.  Other participants responded to interview 
questions with the following suggestions: 
 That there should be a strict adherence to provisions of retention policy for staff.  
 To determine the reasons for resigning. 
 If it is in relation to salary, incentives – consider a reasonable improvement on par with 
other staff members.   
 To instil an attitude of good performance and give incentives when necessary. 
 Immediate replacement of staff who resigned. 
 Conduct staff satisfaction surveys regulary at all levels 
 Staff who benefit from a study subsidy must serve the university for a certain period of 
time. 
 All key staff should be provided with the necessary facilities and with secretaries to 
support them. 
 Offer opportunities for progression. 
The above suggestions imply that it is not only the policy on retention that needs serious 
attention but also other HR policies.  There is a need for policy reviews at WSU so that all 
identified gaps are closed as they have a bearing on staff turnover. 
 Academic Perspective 
The participants from the academic category responded to the interview question 
suggesting how the university should approach these measures and highlighting the 
following: 
 That there is a need to improve the working environment. 
 The university should devise some means to curtail strikes. 
 
 
93 
 
 Staff should be provided with modern teaching tools including computers so as to 
perform their core business for the betterment of the university. 
 That in order to recognise the hard work of staff, it could be done through  promotions. 
 Staff benefiting from the study subsidy should serve for a certain period of time after 
obtaining a qualification and that should be complemented with a salary notch. 
 Participants emphasised the need for the provision of support staff in key areas, i.e. 
secretaries to key staff members in faculties. 
 The university should incentivize research and its supervision through quicker 
turnaround in payments and there should be  a provision of appropriate resources and 
reduction of teaching loads. 
It is clear that the university should develop a staff satisfaction survey and distribute it to all 
staff to determine how the employees feel about their own needs and what improvement 
plan could be based on the suggested control measures. 
 Non-Academic Perspective 
Administration participants agreed that there are proactive measures that the university 
should consider.  The participants indicated that the university should outline clear work 
operatives and ensure that all staff understand and clearly define the risk of non-
compliance and implement punitive measures for non-compliance.  Other participants 
suggested that the percentage allocation of the study subsidy should be increased for staff 
members, spouses and dependents.  That means staff would consider staying with the 
university for longer than they do, perhaps, until their children pursue their studies at 
tertiary level either internally or at other institutions of higher learning.  This subsidy could 
be considered as a competitive advantage as in other organisations like public sector and 
private organisations.   
It is evident that salaries are not the benefit to keep staff from leaving.   There are other 
benefits to which employees give high regard that the university can provide.  It is also 
apparent that an exit interview is a normal practice but is not properly controlled and 
coordinated to assist in determining the main reasons for staff leaving the university. 
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Other participants agreed that training, counselling and awards to recognise performance 
should be one of the control measures.  They also suggested in their responses that HR 
should embark on a roadshow to establish any job dissatisfaction amongst staff and come 
up with programmes which will assist in retaining staff.  It is clear that this role is shifted to 
HR even though it would also be appropriate for line managers to have a key role to play 
since they experience the turnover directly and would be in a position to advise 
accordingly. They also reflected on the fact that staff should be empowered with skills and 
should also be motivated to participate in all programs that develop them. 
5.3.7 Implementation of retention policy at WSU  
 Management Perspective 
All participants unanimously agreed that the retention policy is not implemented and 
effectively managed at WSU.  They believed that if it was properly implemented and 
managed well, the turnover would not be as high as it is.  Other participants added that it 
depends on the knowledge and capacity of the affected unit.  They believe that it is not 
easy because WSU is highly democratised and policies require some bureaucratic 
decisions. 
5.3.8 Role of management to ensure proper Implementation of staff retention policy 
The purpose of this question in the interview process was to determine whether the 
executive management plays its role in the implementation of the policy and whether 
implementation process cascades to the lower levels of the university.  All participants 
responded to this question sharing dissenting views.  Those views are outlined as follows: 
 Management is the first level implementors in their interaction with resigning staff and 
to see to it that there are possibilities that a staff member may reconsider the decision. 
 Participants indicated that management must ensure that all staff be made fully 
conversant with the retention policy after it has been rolled out. 
 It is the responsibility of management to popularise the policy to all staff, to encourage 
staff to be productive, allow staff to evaluate it and see to it corrections of shortcomings 
that drive staff to resign are effected. 
 Some participants argued that a staff retention policy falls under HR capacity while 
others felt that it is the responsibility of line managers to alert HR when a staff member  
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resigns  to take up a better offer in another institution.  The line manager should then 
contact HR and together they should work out a counter-offer if it deems fit.   
 Management must be decisive in its implementation and readiness to deal with 
unintended consequences. 
The above mentioned responses suggest that controlling staff turnover lies on the 
shoulders of the line managers and HR department through proper implementation and 
effective management of the staff retention policy. 
5.3.9   Causes and effects of staff turnover 
The purpose of the interview question was to check the impact and consequences of the 
staff turnover at WSU during the period 2010 to 2012.  Participants expressed their views 
in response to this particular question posed to them emphasizing negative consequences 
which are as follows: 
 The remaining staff are overstretched to cover for the „departed‟ staff before they are 
replaced. 
 It reduces morale as a result of unmanageable heavy loads. 
 It encourages more staff members to leave. 
 Turnover tarnishes the image of the university. 
 Other participants indicated that staff turnover is low in most respects as salaries are 
mostly high in relation to other sectors. 
 The consequences are poor service delivery, low staff morale and subsequent 
turnover. 
 Dissatisfaction with the current changes as a result of a new dispensation may lead 
staff to seek jobs in other institutions. 
One of the participants indicated that the merger which necessitated in the re-alignment of 
positions may have contributed to threatening under-qualified staff that had been holding 
high positions.  It was also indicated that the slow process of replacing the resigned staff 
which results in an impediment to quality. 
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CHAPTER   6 
 
SUMMARY, FINDINGS AND RECOMMENDATIONS 
6.1 SUMMARY OF THE STUDY 
 
The summary of the study entails the introduction, literature review, research methodology, 
data analysis and interpretation, findings and recommendations based on themes. 
 
6.1.1 INTRODUCTION  
 
The main objective of this chapter is to provide a summary of the most important findings 
emanating from this study.  The main problem statement was discussed in chapter one and 
four.  This study was underpinned by the objectives and research questions as explained in 
chapter one to guide the researcher to the right direction to be followed when conducting 
the empirical study.   
 
In this final chapter, the researcher will present findings and recommendations that will 
assist the university to prevent any possible turnover. The results of the respondents who 
participated in the empirical study are presented first, after which a comparison of the 
literature study and the results of the empirical study are made and followed by the 
presentation of recommendations on each theme.  
 
 
6.1.2 Literature Review 
 
A literature study was undertaken which entails conceptualisation and classification of the 
study. Causes and understanding of labour turnover were investigated to elicit a better 
understanding of the turnover.  It was also important to deal with the consequences of the 
staff turnover to sensitise the future researchers to gain an insight on the variance between 
negative and positive aspects.  The possibility for measuring staff turnover was also 
presented to demonstrate some ways of measuring staff turnover and the necessity of 
measuring it.  The literature study also revealed how turnover can be reduced through 
programmes, policies and changes.   
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The above statement gives evidence that the turnover is not only a national issue but also 
an international issue which has already been researched extensively.  The researcher 
further obtained guidance from the theories of unfolding models and job embeddedness.  
These theories as discussed in chapter two shed more light to an employee turnover not 
only in the South African context but also to the international context. 
 
Chapter three of the study also presented the literature review and has brought about much 
needed evidence to underpin the current study about factors influencing staff turnover at 
WSU.   
 
6.1.3 Research Methodology 
 
Chapter four presented the methodology that was used to conduct the study in trying to get 
answers to the research questions as outlined in chapter one of the study.  Qualitative 
research methods were used to collect data and face-to-face interviews were the primary 
source of data collection used in this study.  With regard to the selection of samples, non-
probability sampling was used where both purposive and snowball sampling were 
intentionally used to gather information from information–rich-individuals and to get 
suggested names of the individuals who had already left the university. 
 
6.1.4 Data Analysis and Interpretations 
 
The researcher summarised the participants‟ responses so as to have one view where 
respondents agreed unanimously on issues. The thematic analysis was used as the 
method of analysis as seen in chapter five. 
 
The fifth chapter makes the analysis of the evidence gathered and further makes the 
necessary conclusions as illuminated by the information gathered both from primary and 
secondary sources. The analysis is divided into themes to make the study easier to read. 
That the themes have been derived from the research interview questions which were 
common to all categories namely Management, Academics/Researchers and Non-
Academics. 
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6.1.5  Findings and Recommendations 
 
The researcher made a conclusion as informed by the participants‟ responses that turnover 
is perceived as excessive at WSU due to the absence of HR strategy to manage staff 
turnover.  The HR strategy recommended entails a regular job satisfaction survey, 
succession plan, implementation of new procedures, the involvement of staff through 
consultation and informing them about new procedures and proper implementation of the 
employee retention policy. 
 
6.2. RESEARCH FINDINGS BASED ON THEMES 
 
6.2.1 The prevailing state of staff turnover 
 
 
The empirical study revealed that from the management perspective staff turnover is 
generally high at WSU since it is clear that the staff retention policy is not implemented by 
the HR department and line managers to assist the university to retain its staff.   Other 
respondents indicated that they were considering more prosperous positions in other 
organisations as a result of job dissatisfaction which has contributed substantially to high 
staff turnover. 
 
6.2.2  Reasons for staff turnover 
The majority of respondents felt that staff turnover is caused by many reasons such as 
organisational and job factors. Most participants responded during interviews by citing 
heavy workloads, poor working conditions, remuneration, limited staff development and 
lack of training resulting in low morale.  It is realised that generally staff at WSU is 
demoralised by job dissatisfaction. The results further reflected that the process of finalising 
the organisational structure unfolds very slowly to prevent staff from leaving due to 
ignorance.  The participants are not certain about the implications of the development of 
the organisational structure, whether it would yield positive or negative results in terms of 
downsizing. 
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6.2.3 Factors influencing staff turnover  
 
The results showed that there are many major factors outlined by the majority of 
participants as contributing factors to staff turnover at WSU.  It is evident that most 
respondents considered career growth, learning and development, unharmonized 
conditions of services, workloads and remuneration as important factors in their jobs which 
have a potential to influence the excessive turnover. This confirms the idea that employees 
today live in the era of personal growth.  The results also revealed that the participants 
were not satisfied with the fact that there is a lack of promotional opportunities and a lack of 
recognition of good performance in the workplace.  Recognition is more significant as staff 
would respond with enthusiasm when they know they are valued (not necessarily in 
monetary terms). 
 
6.2.4   Existence of staff retention policy at WSU  
 
The results of this question revealed that most participants were not sure about the 
existence of the policy on employee retention.  Very few participants acknowledged that 
this policy exists and employees were not well informed about it.  It is found that the policy 
was not advocated and publicised to the university employees to sensitize them to become 
fully conversant about its content for their benefit and that of the institution. 
 
6.2.5 Workload resulting in staff turnover 
 
The literature study revealed that a heavy load consistently increases job tension and 
decreases job satisfaction, which in turn, increases the likelihood of turnover.  The 
empirical study revealed that most participants felt that workloads resulting in turnover are 
generally caused by the slow process of replacing resigned staff with key talent.  It is also 
reflected that workloads cause stress which leads to absenteeism of staff. 
 
6.2.6  Suggested proactive measures to curtail staff turnover  
 
The results relating to the suggested proactive measures in this study showed that the 
university currently does not have proactive measures in place to control staff turnover. 
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However, the majority of participants suggested proactive measures which they believe 
would assist in curtailing staff turnover at WSU.  The researcher is convinced that in the 
absence of the proactive measures from the university, it deems fit to make use of those 
suggested by the participants so that the situation at WSU can improve. The majority of 
participants felt that turnover would be reduced by giving the core business of teaching and 
learning priority whereby all resources and benefits that surround it would be adequately 
allocated to staff.  The results also reflected that the participants felt that there is  a need to 
instil an attitude of good performance and that, incentives should be given where 
necessary to motivate and recognize good performance of staff.  Furthermore, they were 
convinced that turnover cannot be controlled where there is a lack of motivation.  This is 
consistent with the current literature that highlights motivation strategies and 
communication which is necessary to all organisations that treat retention strategies as of 
great importance. 
 
6.2.7 Implementation of staff retention policy at WSU 
 
The results revealed that the majority of participants unanimously agreed that there is no 
proper implementation and effective management of the staff retention policy at WSU, the 
mere fact that the participants indicated that they deny the existence of the policy is a proof 
of this.  It poses a great challenge to the HR department to consider the matter so that it 
can be incorporated in the HR retention strategy.  It was found that the HR department 
does not implement and manage the policy since it is evident that there is no retention 
strategy in place that assists the university to retain its employees. 
 
6.2.8  The role of management to ensure proper implementation of staff retention 
policy 
 
The study showed that to ensure proper implementation of the staff retention policy is the 
onus of the line managers and HR Department. It was not clear to the participants which 
role management should play as they believe that the implementation of the policy is the 
primary role of the HR department.  The majority of the participants asserted that the 
implementation process of this particular policy is the HR function, with the assistance of 
the line managers. 
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6.2.9 Causes and effects of staff turnover 
 
This study reflected that most participants felt that the remaining employees are more 
affected by turnover as they overstretch to cover the resigned staff while they are not yet 
replaced.  It was also reflected that negative consequences prevail as they reduce morale 
and encourage more staff to resign, contrary to the notion reflected in the literature study 
that demonstrated clearly that the excessive turnover in most organisations open 
opportunities for promotions prospects internally. The participants asserted that there is a 
lot of inequality in salaries despite the completion of the harmonisation process of salaries 
at WSU. 
 
6.3 RECOMMENDATIONS 
 
After having considered the above findings of the study, the researcher formulated the 
recommendations: 
 
 Recommendation 1 
 
As part of the recommendations, it is cautioned that there is an excessive turnover which 
necessitates WSU management to identify the root causes of the problem and develop a 
HR strategy to reduce and manage the turnover. WSU must ensure that people with key 
talent are also recruited to reinforce the staff complement since it is proven that highly 
qualified and competent employees such as Professors and Doctors tend to leave the 
university.  
 
 Recommendation 2 
 
A job satisfaction survey should be developed and regularly conducted among staff to 
establish the reasons for staff turnover and other job satisfaction related issues to 
effectively retain key employees as it is relatively indicated in the literature study that job 
dissatisfaction is related to patterns of behaviour such as tardiness, absenteeism and high 
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labour turnover.  It is also recommended that the university management ensures that 
appropriate measures are undertaken for permanent appointments, instead of contract 
employments in order to reduce the reasons for turnover. 
 
This survey should be embedded within the HR attraction and retention strategy in which 
human resource policies on employee retention, recruitment, development and 
remuneration will be aligned. In addition, Direct Supervisors and Senior Managers must be 
made aware of the expectations of talented employees such as research champions, 
Professors, Doctors and administrators through staff involvement in the new procedures. 
 
 Recommendation 3 
 
The university should therefore take a strategic approach by considering career growth, 
training and development to be a priority if it seeks to retain its key employees. Training 
needs analysis should be conducted to ensure that training and development is in line with 
the strategy of the university and the developmental needs of employees. Employees 
should be given training to improve their skills as most respondents indicated that they did 
not receive adequate training on the job. 
 
It is recommended that the University should develop a formal succession plan which 
should be embedded into the promotions policy and be communicated to all employees.  A 
succession plan should be integrated with the training and development strategy of the 
university. These employees considered opportunities for growth and development more 
attractive, the HR department should ensure that training and development plans are linked 
to an internal succession plan. 
 
It is further recommended that the Human Resources department develops a recognition 
program for the employees and evaluate the way performance is being rewarded as it 
would not necessarily be in monetary terms.  Employees should be recognised for the 
substantial contribution they make to the university. Management should make ad 
hominem promotions possible so that when staff improves their qualifications they can be 
promoted on a personal level to higher positions within WSU.  
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   Recommendation 4 
 
It is recommended that if the policy was approved by Council, the HR department should 
roll out the policy and workshop all employees including executive and senior management 
so that the appropriate divisions take responsibility for the implementation of policies and 
plans.   
 
   Recommendation 5 
 
It is recommended that WSU should develop an attraction and retention strategy wherein a 
replacement plan is appended to serve as a contingency plan which will facilitate the 
replacement of the resigned staff and to relieve the remaining employees from heavy 
workloads before they decide to quit. 
 
   Recommendation 6 
 
As part of the recommendation to the notion of suggested proactive measures, the 
university management should take a strategic approach to ensure that policies are 
reviewed and the University staff are engaged by the direct supervisors and line managers 
so that they become familiar with the content of those policies for the ease of 
implementation.  Harmonisation of condition of services should be expedited as great 
emphasis was laid by the majority of the participants on this in their responses in the study, 
so that the situation will not deteriorate.  Harmonisation of salaries should also be reviewed 
to establish whether there are still disparities in the salary scales across campuses. 
 
 Recommendation 7 
 
It is recommended that WSU management should focus on the retention of staff and 
increase its capacity to retain staff, particularly academics and researchers. 
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6.4. CONCLUSION  
The University management, line managers, and HR department need to work together to 
address the implementation challenges, poor communication strategies, unharmonised 
conditions of services, poor working conditions, low staff morale, lack of promotional 
opportunities and lack of recognition which influence staff turnover at WSU.  It is indeed the 
collaborative efforts of these stakeholders that will alleviate staff turnover.  The broad range 
of these suggested measures to reduce turnover reflect a longer-term approach to HRD.   
The above findings and recommendations emphasise the need for all the stakeholders to 
work together to foster the principle of managing with effectiveness and efficiency so that 
WSU can successfully deliver services to its clients without glitches. As such the results of 
this study indicate that the university should be more proactive in its use of HR strategies to 
mitigate staff turnover. 
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APPENDICES 
APPENDIX A: LETTER REQUESTING PERMISSION TO CONDUCT RESEARCH TO 
THE EXECUTIVE DIRECTOR: HR 
 
16 May 2012 
 
The   Director: Research Development Office 
WSU 
Mthatha, 5117 
 
Dear Sir 
 
REQUEST FOR PERMISSION TO CONDUCT RESEARCH IN YOUR INSTITUTION  
 
I am in the process of conducting a study on “An Assessment of Factors Influencing Staff 
Turnover at WSU: 2010 – 2012” for the completion of a Masters degree in Public 
Administration (MPA) at Nelson Mandela Metropolitan University under the Faculty of Arts.  
The main objective is to assess factors influencing the staff turnover amongst staff at WSU 
and explore strategies which could be used to curtail the turnover.  My interest in the study 
stems from the fact that despite the existence of the policy on staff retention, there has 
been an increase in staff turnover in the University. 
 
It is against this background that this study seeks to find out what factors could influence 
this turnover and what control measures would be employed to reduce it.  There are 
currently no studies known to me that have been done in this University hence the study 
will contribute to the development of new knowledge in terms of findings and 
recommendations in order to improve the situation. 
 
I intend to conduct a study through face-to-face interviews amongst the selected 
representatives of University Management, academic and non-academic staff. I would like 
to give an assurance that all professional ethics will be adhered to.  
 
Anonymity of all participants will be respected at all times.  Participation will be voluntary 
with the option of withdrawing at any stage of the process and there will be no negative 
consequences linked to non-participation. 
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It will be appreciated if you could grant me permission to conduct the study in your 
institution. 
 
Yours sincerely 
 
..........................................    
Mr MalibongweMpofu    
RESEARCHER     
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APPENDIX B: LETTER OF INVITATION FOR PARTICIPATION IN THE STUDY 
 
 
Dear sir/madam 
 
INVITATION FOR PARTICIPATING IN THE STUDY: AN ASSESSMENT OF FACTORS 
INFLUENCING STAFF TURNOVER AT WSU:  2010 - 2012 
 
I am a student at Nelson Mandela Metropolitan University pursuing my studies in Masters 
in Public Administration (MPA) under the Faculty of Arts. I am currently conducting a 
research project for the purpose of my studies. 
 
I hereby wish to invite you to participate in the research to be conducted at this University.  
The research project is titled “An Assessment of Factors Influencing Staff Turnover at 
WSU: 2010 – 2012”.   
 
Your participation will be voluntary with the option of withdrawing at any stage of the 
process and will adhere to all professional ethics. I would like to assure you that the 
anonymity of all participants will be respected at all times and there will be no negative 
consequences linked to non-participation 
 
Your responses will be used for the purpose of the study only.  I intend to conduct the study 
through interviews.  It will be appreciated if you could allow me to interview you in person or 
telephonically for at least 30 minutes of your time. 
 
Yours sincerely 
 
 
..........................................  
Mr MalibongweMpofu    
RESEARCHER     
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APPENDIX C:  SEMI-STRUCTURED INTERVIEW QUESTIONS FOR MANAGEMENT, 
ACADEMICS (INCLUDING RESEARCH CHAMPIONS) AND NON-ACADEMICS 
 
INTERVIEW QUESTIONS FOR MANAGEMENT 
Do you have turnover problems amongst the executive management? 
What reasons do the executive managers give for leaving the University? 
Which factors do you think can influence staff turnover at this University? 
Are you aware of any database or statistics of the resigned employees? Is it possible that I 
can access the statistics or database? 
How do you think the staff retention policy would assist the University to reduce the staff 
turnover? 
What is the role of the Management to ensure that staff retention policy is applied in this 
University? 
What is the prevailing state of staff turnover at WSU? 
What are the causes and effects of staff turnover which may impact on amongst University 
employees? 
Does the University make provisions for counter offers when staff members are leaving the 
University? 
Does the University conduct exit interviews successfully with all staff leaving the University 
to establish the reasons for quitting?  
Is the staff retention policy properly implemented and managed at WSU?  
Is the University doing enough to ensure prevention of the existing staff from leaving? 
What proactive measures do the University take to prevent the existing staff from leaving? 
What additional proactive control measures do you suggest to curtail the staff turnover at 
WSU? 
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To what extent does the turnover currently affect the core business which is learning and 
teaching at WSU?  Does it affect? Difficult to estimate? Severely?  Very severely? 
What do you think is the percentage of Executive Management close to retirement? Less 
that 25%? 25 to 49%? 50% to 75%? 75% to 100%? 
 
QUESTIONS FOR ACADEMICS AND RESEARCHERS  
Do you have turnover problems amongst the academics and researchers? 
Are you aware of the existence of a staff retention policy at WSU? If yes. Have you ever 
been workshopped on the policy? 
Does WSU have enough academic staff to do the core business in its academic 
enterprise?  
Are there any competent academics or researchers that have already left the University to 
go elsewhere for whatever reason? If yes, Why? 
Does the University recruit enough researchers or research champions? 
Is the role of the Researchers and Research Champions clear within the academic 
enterprise? 
Which factors do you think can influence staff turnover at this University? 
What do you think could be the reasons for the Academics leaving the University?  
Do you have overload as a result of the turnover? 
Do you think salary and fringe benefits are enough to prevent academics from leaving? 
Are you aware of the existence of the staff retention policy within the University? If yes. 
Have you ever been workshopped on staff retention policy? 
What proactive measures does the University take to prevent the existing staff from 
leaving? 
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What additional proactive control measures do you suggest to curtail the staff turnover at 
WSU? 
To what extent does the turnover currently affect the core business which is learning and 
teaching at WSU?  Does it affect? Difficult to estimate? Severely? Very severely? 
What do you think is the percentage of Academics or researchers close to retirement? Less 
that 25%? 25 to 49%? 50% to 75%? 75% to 100%. 
 
QUESTIONS FOR NON-ACADEMICS 
Do you have turnover problems amongst the non-academics? 
Can you tell me the reasons why non-academics are leaving the University? 
Are there any contributing factors that may lead to high staff turnover at WSU? 
What do you think the employer could do to prevent non-academics from leaving the 
university? 
Do you have pressures at work caused by this staff turnover? 
Do you think fringe benefits and better salaries would prevent non-academics from leaving 
the University? 
Are you aware of the existence of the staff retention policy within the University? 
What proactive measures do the University take to prevent the existing staff from leaving? 
What additional proactive control measures do you suggest to curtail the staff turnover at 
WSU? 
What do you think is the percentage of Academics or researchers close to retirement? Less 
that 25%?25 to 49%? 50% to 75%? 75% to 100%? 
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APPENDIX E:  Letter granting ethics clearance 
SOUTH CAMPUS 
FACULTY OF ARTS 
Tel . +27 (0)41 5042855   Fax. +27 (0)41 5041661  
         Noxolo.mngonyama@nmmu.ac.za 
 
Ref: H/12/ART/PGS-0019 
06 July 2012 
Mr M Mpofu     
WSUP/ B X1 
MTHATHA 
5117 
 
Dear Mr Mpofu 
 
AN ASSESSMENT OF FACTORS INFLUENCING STAFF TURNOVER AT WALTER SISULU UNIVERSITY 2010 - 
2012 
   
Your above-entitled application for ethics approval served at the RTI Higher Degrees sub-committee of the 
Faculty of Arts Research, Technology and Innovation Committee. 
We take pleasure in informing you that the application was approved by the Committee. 
The Ethics clearance reference number is H/12/ART/PGS-0019, and is valid for three years, from 09 May 
2012 – 09 May 2015.  Please inform the RTI-HDC, via your supervisor, if any changes (particularly in the 
methodology) occur during this time.  An annual affirmation to the effect that the protocols in use are still 
those for which approval was granted, will be required from you.  You will be reminded timeously of this 
responsibility. 
 
We wish you well with the project.  
 
Yours sincerely 
 
 
 
Mrs N Mngonyama 
FACULTADMINISTRATOR 
 
cc: Promoter/Supervisor 
 HoD 
 School Representative: Faculty RTI 
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